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EXECUTIVE SUMMARY 

On September 30, 1992, USAID/Peru signed a Cooperative Agreement (CA) with Pnvate Agencies 
Collaboratmg Together (PACT) to implement a Project for Support of Non-Governmental 
Orgnm,-atlons, with a budget of $13 600,000 to be drawn down over a six-year per~od (September 
30 1992 - September 29, 1998) The overall goal, taken from the Project Paper (PP), was to 
promote broad-based sustainable economic growth through the increased partic~pat~on of Peru's 
poorest groups in the national development process The two-fold purpose called for 1) expanding 
the amount and increasing the development impact of PVOINGO food-assisted programs in the key 
sectors of health, agnculture, and enterprise development, and 2) strengthening the institutional 
capacity of Peruvian NGOs to work more effectively with community organizations in the dellvery 
of services in those key sectors The PP specified three types of support a) Institutional 
Development Subgrants of up to $150,000 each for up to 18 NGOs, b) Development Act~vit~es 
Subgrants of from $100,000 to $ lM each to a maximum of 14 NGOs, and c) a range of institutional 
strengthening traning and technical assistance mdependent of subgrant funding to be provided 
directly by the Project Management Un~t  (PMU) to up to 25 NGOs 

During the project's early unsettled penod, the strategy lad out in the PP was not adhered to, nor was 
an alternative strategy devised Nonetheless, in view of the long delay in getting the project off the 
ground, and its consequent vulnerability, USAID pressured PACT to move ahead more aggressively 
in programng subgrants In October 1993, PACT solicited project proposals, receiving over 800, 
the best 104 were selected and sent to US AID, whch chose 16 (14 for "development activ~ties" and 
two for "~nstitutional development," with the latter involving consortia) Subgrant agreements were 
signed by PACT and recipient NGOs in MarcNApril 1994 

Beginning In Apnl 1994, a "Shakedown Evaluation" was conducted, leadmg to significant changes 
rn the project resignation of the COP in May, product~on by PACT of two related plans ("Global 
Plan," including a newly-devised logframe, for the period from October 1994 to September 1998, 
and a "Strategic Plan" for August 1994 to September 1998), and amval of the current COP In 
October 1994 Amendment 6 to the CA, signed in March 1995, rel~eved PACT of any responsibility 
for the food assistance program, and focused the project exclusively on the institutional 
strengthening of NGOs, for which the subgrant program was to function as a component of the 
strengthening process However, in June 1995, USAID adv~sed PACT that no further funds would 
be ava~lable and, therefore, no additional subgrants could be made 

The goal and purpose-level indicators included In the logframe in the Global Plan relate mostly to 
the 14 development subgrants, also called for was establ~shment of a baseline and instrument for 
measuring institut~onal strengthening over time The input level includes 41 actlvrties 
undifferentlated by sue, scale or importance, grouped Into six categories 

Dunng the Miss~on's reengineenng exercise, thls project was placed under SO 2, "Increased Incomes 
or the Poor, and IR #4, ' Strengthened Organizational Outreach " By late 1996, the W was re- 
conGgured - 'Increased Effectiveness and E f f i c l ~ ~ y  of Orgaua~lons Providing Assistance to the 
Poor," and re-numbered as IR#2 5 In the first part of 1997, the current four performance ind~cators 
were adopted, they measure efficiency (reduction In NGO admnistrative costs), ~mproved targeting 
of NGO activities and resources to poor distr~cts, and the use of management systems In 



compliance w ~ t h  USAID's reengmeering mandate PACT s 1997 Work Plan lncluded a Results 
Framework with three project-level results tadored to fit the Miss~on s SO #2 Wh~le activities were 
re-arranged into those new categories, they were basically those outlined in the 1994 Global Plan 
To April 1997, project expenditures amounted to $6,782,221 of the obligated total of $8,415,792 

Instrtutlonal Strengthening In h e  with Amendment 6 to the CA in March 1995 the project was 
re-designed to give greater welght to this component including two major approaches, the first of 
which was the initlation of a Basic Traning Program camed out directly by PACT, consisting of five 
modules organized Into three morkshops spread over tlme The first two workshops (NGO 
management and project design/evaluation) are followed by technical assistance and slte v~sits wh~le 
the third addresses financial management issues The second major approach was continuation of 
the subgrants to the two NGO consortia responsible for training courses aimed at strengthening 
NGOs in Ayacucho and Cajamarca Various other initiatives were also developed by PACT to 
reinforce the IS component, for example SISCONG software and traning, technical training, 
Participatory Planning at the Local Level (PPAL), two national NGO conferences two editions of 
a Best Project Directory, a Donor Directory, and an NGO Directory 

T h s  evaluation concluded that the design and content of the first two Basic Traning workshops have 
been effective and appropriate to the issues covered Use of the logical framework IS the most 
immediately practical and most highly-valued part of the course, followed by strategic planning, the 
greatest value of which is that ~t leads NGOs to launch participatory processes within their 
organizations However, the format used for the final plans leads to confusion between longer-term 
strategic plans at the inst~tutional level and annual work plans at the activity level It has not yet 
incorporated a specific focus on educating NGOs about the rationale behind current SO #2/R 
mdicators 2 and 3, whch call for ' improved targeting" of activities and resources to poor d ~ s t r ~ t  1s 

Follow-on assistance would be improved through more verbal contact and fuller discussions at the 
offices of the NGOs dunng longer PMU site visits The thrd Basic Training workshop on financial 
management does not underscore the significance of traclung direct/indirect cost ratios (per USAID1s 
first IR indicator) The workshop ends with an introduction to SISCONG software and offers further 
training in that system While traning is well-designed, the software still needs improvement, a 
means for traclung admnistrative costs and a component for admnistenng NGO credit are also 
needed Meanwhile, technical tramng remans a reactive approach for strengthening NGO capacity, 
and has on occasion led to the select~on of less-than-critical topics, it IS now important to choose 
areas perceived by the NGOs to be most critical, and specialize only in those subjects through well- 
designed, in-depth training modules 

The current deslgn of PPAL, whlch is amed at strengthening the role of NGOs as facilitators of 
collaborative efforts at the dismct level, does not involve community members fully in the entire 
process Whde they pnontize needs, it IS specialists who package those needs into proposals then 
presented at district "fairs" to whlch donors are invited Whlle local authonties haled the 
prioritization of needs by citizens as an important "first," the program would be strengthened af 
community members participated at all stages 

IS Subgrants to NGO Consortla (2) In terms of the project's IS efforts, the subgrants to CIDRA 
in Ayacucho and CIPDER In Cajamarca rank among the most significant and productive Though 
begun with varylng degrees of difficulty, and still needing improvement, the IS training they have 



provided has resulted In a real awakenmg among partlclpatlng NGOs as to the lmportance of havlng 
a longer-term vision for their organizations and of more clearly focuslng the~r efforts The project 
has targeted IS traning at the NGO level, while techniques and approaches to the strengthening of 
the consortia themselves were not directly addressed Therefore, maxlmum advantage was not 
denved from thls opportunity to capttahze on thelr considerably broader potenttal for the reduction 
of poverty If the project had glven greater pnonty to workmg w~th and through such site- or issue- 
specific entities, its overall impact would have been increased sign~ficantly 

Development Subgrants (14) Due to field cond~t~ons and lack of experience, many subgrantees 
went through a troubled per~od before gettlng the~r projects up and runnlng Gwen these early 
difficult~es, overall costs per beneficmy were htgh Many grantees, however, eventually emerged 
w~th  qulte sol~d projects and lower per-beneficiary costs PACT technical assistance and monltonng 
played an important role in asslstlng NGOs to bnng the~r activlties to this level of relat~ve effic~ency 
and effectiveness, and also In llnkmg NGOs to one another to share expenences 

PMU Organlzat~on & Admmstt-at~on Inter-personal tensions among PACT staff have dirmn~shed 
the PMU's capacity to analyze and produce well-integrated plans and actlvlties PACT's overall 
good reputation is being diminished because the PMU is seen to be partially dysfunctional PMU 
relations with USAID have been adversely affected by d~fferences of opinlon about project 
management, particularly the US AID Project Manager's perception that too many activities are being 
implemented without sufficient analysis as to thelr relative Importance, cost and relat~onship to 
overall project objectives The USAID reenglneenng process and the adoption of new I .  indicators 
further exacerbated thls sltuatlon PACT's relations with higher-level Mission officials appear to be 
quite good 

PACT information systems are adequate to manage t h ~ s  project Financial accounting appears 
appropriate and the monitoring of subgrants has been well handled Inforrnat~on of many types is 
available to PACT from a varlety of sources However, the PMU has yet to analyze much of t h ~ s  
information in order to use it in decis~on-malung concerning its own activlties or for broader 
strateg~c purposes Its reporting to USAID reflects thls analytical deficiency PACT's baseline 
mformation on ~nsQtuQonal strengthening 1s flawed The new instrument being used In the second 
round (to be completed in August 1997) is much improved, these new data wlll serve to measure 
future progress, but relating thls new set of data to the earlier one wlll be difficult The ECFAM 
system, created to track the econormc progress of subgrant activltles at the famly level was refined 
after ~ t s  first application, with the second round now in progress Though development costs were 
relatlvely hlgh, ~t w ~ l l  not be poss~ble to judge the cost-effect~veness of this Investment untll after 
the second round of data have been collected and analyzed later t h ~ s  year 

Program Cost PACT's slow start with relatlvely hgh  costs for little in return during the first years 
of the project skew any measure of cost as related to project impact Now th2t P %&IT has developed 
the central elements of ~ t s  tranmg and other achvitles, it is In a pos~tion to further increase the level 
of effecuveness Tms will requlre that the PMU consolidate ~ t s  efforts and focus on lnvestlng only 
In ce;tan key elements of its overdl offenngs, wmch still retam an overly-diffuse spend~ng pattern 

The eight Recomrnendatlons offered are divided into four parts Part One recommends that 
USAIDP and PACT work together to re-design future project activities, keeping In rmnd current SO 



#2/IR mdmtors and ensuring that remrunmg resources and tlme available to the PACD (whether it 
be September 1998 or prolonged to September 2000 through a no-cost extens~on) are invested in a 
manner that capitalizes on the project's strengths and expenence to date, while more sharply focus~ng 
its outreach Two possible Scenar~os are then presented for considerat~on the first lists four types 
of activities for the per~od to September 1998, whde the second includes five if the PACD 1s 
extended to September 2000 These possible Scenarios are the bas~s of the recommendat~ons 
presented in Parts Three and Four 

Part Two contams five general recommendations which call for postponement by USAID of the 
application of the first SO #2/IR indicator until such time as Miss~on personnel and the PMU have 
agreed upon the establishment of a baselme and the means for collecting data over tlme - something 
that is not feasible at present, that USAID hold pending application of mdicators 2 and 3 dealing 
with "improved targeting" of NGO activities and resources until there IS agreement as to how NGOs 
are to be educated about the rationale behind this and mutually-acceptable incentives are built Into 
project activitles, greater USAIDPACT coordinat~on to ensure that long-standing d~fferences of 
opinion concerning the project's direction between the USAID Project Manager and the PMU 
D~rector are put to rest and a clear understanding is reached by both parties concerning the manner 
in which the Mission's "substantial involvement" will be exercised under this CA, consideration of 
whether or not PACT should Include NGO traning for other SO teams, such as SO 1 and SSO 5, 
in ~ t s  1998 work plan, improved relations within the PMU, and efforts by PACT to clear up any 
misunderstandings that exist between the project and key GOP agencies with whlch it works, 
particularly with SECT1 which is PACT'S official counterpart 

The recommendation contained in Part Three is based on a PACD of September 1998, and calls for 
project consolidation PACT should develop a comprehensive Work Plan, consolidating its activitles 
and targeting specific strategic areas It is then recommended that the Work Plan include close-out 
of all development subgrants as scheduled in September 1997, one-year extension of ClDRA and 
CIPDER IS subgrants, malung ECFAM software and manuals avadable to the NGO and donor 
communities, decision by USAIDPACT as to whether professional case studies should be conducted 
on the best subgrants, continuation and improvement of traning in basic IS, SISCONG, and PPAL, 
addlng an additional module (#6) to the Baslc Trrunlng Program to address key techn~cal subjects, 
formulat~on of a comprehensive tramng plan containmg all of the foregoing elements, for whlch a 
staff member other than the Director should be made respons~ble, and documentat~on/d~ssermnat~on 
of methodologies and results to the NGO and donor cornrnunltles and among relevant GOP offices 

Part Four is based on a PACD of September 2000 In add~tion to all foregoing recommendations 
~t calls for project re-design by USAIDP and PACT, aligrung it more closely with USAID's broader 
pnonues involving NGOs, part~cularly SO 1 and SSO 5, and production by PACT of a new strategic 
plan, logframe and Work Plan for 1999-2000 Also recommended is the re-configuration of the 
PMU staff to include professionals with solid organization development (OD) methodological slulls 
and expenence, shlfting the locus of IS traning to wlthm the consortla and NGOs targeted and away 
from a u orkshop setting, and a modest amount set aslde In the budget for mlnl-grants to NGOs for 
spec~fic hgh-impact purposes, with results carefully documented and d~ssemnated, and for any case 
studies deemed desirable 
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H Evaluat~on Abstract (Do not exceed the soaceomvtded~ 

The PVO Support Project was tntttated In September 1992 through a SIX vear Cooperat~re Agreement (CA) w ~ t h  Pnrate Agenclts Collaborat~ng Together ( P A m  Its purpose 
IS to promote the soclal and econormc development of the poorest populatton w~th  the asststance of UGOs worktng In the key seaors of agriculture mtcroenterpnses and 
health Actlvlttes In two major areas were lncluded suengthentne the ~nstttut~onal cdpactty of YGOs to work more eftecttrelv wtth communtty organtzattons In prowdlng 
servtces and subgrants to pantclpatlng NGOs for projects In the three targeted sectors A total ot 16 subgrants was awarded 2 for lnst~tut~onai strengrhenlng (IS) and 14 for 
development projects l l u s  m ~ d  term evaluatron was conducted bv an MSI team on the basts of a renew of project documenr5 (~ncludtng USAIDPerus current Results 
Framework and tnd~cators) vlstts to three Departments ot the countrv and tntervtews wtth NGOs other donors GOP offtc~als and project personnel The objentve was to 
revtew project performance In t e r n  of tnstltutronal suenethenme ot partlclpatlng \GOs dctrtmtne the flctors contr~buttne to the performance of lack thereof and make 
recommendal~ons tor the future The major conclusions are 

I I Due to compltcatlons on all s~des  the major project dtrectton (15) w a s  not addressed for the tlrst 30 months h t s  slow start s k ~ w s  any measure of cost as  related to project 
lmpact how PACT has developed the cenual elements of tts truntng and techn~cal assistance and IS tn a posltton to further Increase effecttveness T h ~ s  wtll requtre that 
PACT consoltdate and more sharply tocus tts efforts wh~ch 5t1ll retun any overly dtffuse spendtng pattern 

I I Under reenglneenng this project was put under SO #2 In early 1997 the Mtsston adopted four SO #MR ~nd~cators not contemplated tn the earlter project CA or subgrants 
resultmg In a d~sconnect wh~ch calls for reuofitt~ng project acttvltres and establtsh~ng approprtatt baselloss against wh~ch to measure future progress 

I a IS trrumng Interventtons ~nvolve a varlety of approaches some camed out dtrectlv by PACT and some by the two IS subgrantees (NGO consortla) Except for the latter thc 
susta~nabllrty of the IS actlvtty IS highly questtonable panlcularly ~f PACT does not rematn In the country to capttaltze on the expenence gleaned f i s  IS because whle  
NGOs have recetved tralntng In strategtc plannmg project destgnAoeframe accounting and other key suhjecu there has been no stgnlflcant transfer of IS tra~n~ng/consulttng 
shl ls  to the NGO communlty Also other types of organtzauon dmelopment (OD) ~nterventtons are now needed 

I The desten of development subgrants was appropriate to t h e ~ r  objectlve of tncreastng fam~ly Income or qual~ty of hfe but tew actually addressed IS at the commumty level 
by tncludtng specific 0bjeclI~es and lnd~cators 

I 8 Unexpected results tnclude development by PACT of speclal sottware tor use by NGOs (SISCO\G for acwunttng and ECFAM for tracking tmprovements In fanuly level 
econonuc status) creatlon of an approach for Partlapatory PIanntn_p at the Local Level swtch by most NGOs from In hnd  to cash cred~t funds and creatlon of Networks of 
NGO accountants In elght p m  of the country 

I Evaluators offered erght recommendations dtvlded Into four parts Pan One Overall Framework for Future Project D~rectton calls on USAIDP and PACT to  work together 
to re desgn actlvttles keeplng In m n d  cunent SO #20R tndlcators whlle caprtalmng on the projects strengths and expenence and more sharply focus~ng tts outreach 

I Part Two contams five General Recommendattons calllag for 1) USAID to postpone appllcatlon of three of the four SO #2IIR tndtcators 2) greater USAIDPACT 
coordmat~on concerntng the projects future dlrect~on 3) explonng whether PACT should tnclude servtces to other SO teams ~n ~ t s  1998 work plan 4) tmrnedlate actron by 
PACT to cement relattonshrps wtthn the Roject Management Unlt PMU)  and 5) concerted efforts by PACT to cleat up any mtsunderstandmgs that extst between the projec 
and key government enttttes 

I Pab Three addresses the penod to the ongtnal PACD of Sept 1998 should USAID deternune t h s  date stands In addrt~on to above General Recommendations thls parr calls 
f a  project consoltdatlon tn wh~ch PACTshould develop a comprehenstve Work Plan consoltdattng its acttvtttes and targeting spectfic strategtc ateas It then addresses 
specific Issues lnclud~ng subgrants ECFAM case stud~es tratmng and dcssermnatton of results 

In add~tton to all prevlous recommendattons Part Four calls for project re des~gn should USAID provtde full fundlng and a no cost extenston to September 2000 In thls case 
USAIDP and PACT should work together to ahgn the project more closely wtth USAID s broader pnontles tnvolvtng NGOs pan~cularly SOs 1 and 2 and SSO 5 PACT 
should then pmduce a new strategtc plan as well as  a new results framework and a detatied tw*year Work Plan for the penod 1999 2000 Elements of the new strategy 
should pronde for staff re configurat~on addmg professtonals wtth soltd OD methodologtcal slalls and expenence and shlfttng the locus of IS trumng to wlthtn the consortli 
and NGOs targeted and away from workshop settlngs and addmg c t n c  educatton/ctv~l soctety to  the comprehenstve tranlng program and set asrde a modest amount of 
project funds for mru grants to NGOs for spectfic h ~ g h  Impact purposes wtrh results carefully documented and dmemnated also to be used for any professtonal case sludle 
deemed desuable such as the evolut~on of consonla or selected techmcal toptcs (I e NGO operated credtt programs collaborattve markettng strategtes for rural producers 
and the role of gender analysls In poverty reductton projects) 
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It SUMUARY 
t 

d J  Summary of Evaluauon Findings Conclusions and Recommendations fTq not 10 exceed ~hc threc (3) p a g a  pmvldcdl 

P Address the following Items 

r Purpose of evaluation and methodology used Principal recommendations 
Purpose of act~v~ty(iesl evaluated Lessons learned 

i Findines and conclusions (relate to q u ~ s t ~ o n s )  

i M ~ s ~ o n  or Offre  Date Ihis bummary Prepated T~ t l e  and Date of Full Evaluation Repon 
USAIDPeru F~nai  Evaluation PVO Support Project 

i~R-~m and MethndQIQpv Used 'Ilus was the LCond of d m  project since the CA was bgned on September 30 1992 A Shakedown Evaluatiol 
.vas performed ~n May 1994 uhlch led to amendment Yo 6 of the CA in March 1995 That amendment rel~eved PACT of responsibility for the food assistance program ar 
tocured achnties on the inst~tuttonal strengthemng of NGOs The objective of this mid term evaluation was to a) review the pertormance of the project in terms of INtlNtlOn 
mengthen~ng of participating hGOs b) d e t e m n e  the factors contributing to the performance or lack of it  and c) make program and policy recommendations for the future 1 
~\aluat ing the 1n~ t l~ t10na l  svengthemng component the unit ot analysis was to be the NGO and Impact was to be determned In terms of ~mproved efficiency (cost 
adrmntstration) and effectiveness (success in meeting goals objenives and target groups) 

I 

me methodology used included document review key infoman interviews and focus group Interviews These were camed out ~n Lima and dunng t r~ps  to three other areas I 

the country (Ayacucho Cajamarca and Arequlpa) for on site ducussioos 

Amcst ot Activ~tv Evaluated The onginal two fold purpose related to 1) expanding the amount and increasing the development impact of PVO/NGO food assisted progran 
in the kev xnors of health agriculture and enterprise development and 2) strengthening the institutional capac~ty of Peruvian hGOs to work more effectively with communl 
xgaruuons in the dellvery of s e ~ c e s  In these key sectors W ~ t h  urelng from USAIDIF i n  MarchIApril 1991 PACT awarded 16 subgrants to Peruvian NGOs 2 for institution 
,vengthemg (IS) and 14 for development projects m the three secton tatgeted Amendment No 6 (March 1999  elim~nated involvement w ~ t h  food assistance programs and placc 
the focus more squarely on IS The purpose ~ncluded m the new Global P h  (October 1994Eeptember 1998) was a range of NGOs inst~tutionaily strengthened and having achievc 

I Lapanty and effictency to be p m m  of the sustamable development ot the poor populat~on h a t e d  in the crrtical areas of the country NGO interventions were to be in the thn 
1 onn~nal key sectors (rmcro-enterprise agnculture and health) Ind~cators tended to relate to the subgrants already underway In June 1995 LSAID advised PACT that no fun, 

uould be aba~lable for further subgrants as  had been envtsioned 

In 1996 CSAIDP began the process of reengineenng After much dellberatton the PVO Support Project was put under SO #2 Increased Incomes of the Poor IR 1 
Scengthened Organmttonal Ou- By the tune of this evaluation the IR had been changed to Increased Effectiveness and Effic~ency of Organmtions Prowding Ass~stan, 

to the Poor for wh~ch  four indicators were adopted in early 1997 

I 1 -prorect The onglnal purpose objectives results activities and assumptions were feasible and logical However the major direction outhned (I e IS) was not ful 
addressed until some 30 months into the project Ueanuhile the management of development subgrants diverted much of the Project Management Units (PMU) attention a1 
staff resources The project dld not take suffic~ent advantage of exmng  NGO consortia having awarded IS subgrants to only two (Ayacucho and Cajamarca) 

In lme with amendment No 6 m addrt~on to the two IS subgrants to consortia PACT inltrated a Bas~c  Training Program for NGOs in areas other than Ayacucho and Cajamart 
Ihls includes workshops &caI amstance and follow on wsits The PMU also in~tlated other IS actlvities inclulng technical twnmg trainlng NGOs to facilitate Pmcipata  
Planmng at the Local Level (PPAL) natlonal NGO conferences Best h0ject Duectory Donor Directory and an NGO Directory 

P A n s  1997 WorkFlanshows and evaluators found that project actlviues had not yet been fully adapted to p d u c e  the results called for in USAIDs reengineered S O  #2/ 
performance mkcatcfs Given the lsconnect between the inkcators selected by USAID and those rncluded in PACTs subgrants to NGOs and in ds own Global Plan it will n 
be feasible to apply fully the fmthree of the new indicators unhl such tune as project actlnties are duly revofined and baseline databases created against whch to measure futu 
progress Lntll USAID and PACT agree on a defin~tlve PACD the pract~cal~ty and deta~is concetnlng such an investment of fiscal and human resources cannot be accurate 

I messed 

1 J ~ t u t t o n a l  Strennthenlnp The destgn and content of the first two of the three workshops in PACTS Baslc Tralnlng course are effective and appropriate to the areas cover 
(I e YGO Management and Project Design) The Iog~cal framework is the most immediately practical and highly valued part of the course followed by strateglc plannmg t 
greatest value of whch ls that a I& NGOs to launch partlclpatory processes withrn theu organlzatlons while the f m a t  of the final plan Itself leads to confusion between long 
t e rn  strateglc plans at the instimuonal level and annual work plans at the actlwty level No specific approach to educating NGOs about the ratlooale beh~nd USAIDs cho~ce 
IR indicators dealing with the transfer of actlvttles and resources to very poor districts had yet been mcorporated into that component TA is read~ly available to tramees 
~ontactmg the PMU andduring site nsits follow up with trained hGOs between courses would be Improved through more verbal contact and fuller dwusslons at the offices 
the VGOs dunng l0nger~Ite ns1t.s 

f ie  h r d  and final workshcp desls w ~ t h  Fmancial Management and has been effeaive in strengthentng bGO accounting capabtl~t~es ?h~s module had not yet been adapted 
a ~ r h  th ';OWUIS i n r l~c~ t  c m n g  reduced a2-,. stra r%s cons  PIIS uorkshop cnds w~cii -3 I i a ~ b h d r o n  ro PACT> SISCONG software tor NGO accountmg for w h  

sddwonal w g  e offered %We subsequent SISCONG training is well designed and effective the system itself still needs improvement to be most useful to NGO accountan 
iL a s  .hence of a way ti, iratn admmwrat d u  drneau LOSL a me ~nstitut~ond level a component IS needed for admirustering NGO credt portfolios 

here  ls noproacuve plan o r m g y  for prowding technical training to NGOs that have participated In the Bas~c Trarrung course as onginally envisioned It is rather a reactl 
ipproach torsttengthemg NGO teduucal capaclty It IS now imponant to choose the areas that NGOs perceive to be most cntlcal such as credit, marketlug and gender analy~ 
and specialize only In those subjects through well designed rn depth triumng modules 



A I D EVALUATION SUMMARY - PART I1 

SUMMARY (Contlnuedl 

PphI  1s almed at stlmulattne a collabora(lre process for ~nvo lv~ng  communltles government and bus~ness leaders and patentla1 funders In the fonnulat~on ot dlsmct leve 
d~veloprnent plans T h ~ s  ~nbohcs  three workshops spread over tlme to tram hGOs and others In worlung w ~ t h  grassroots groups However In terms of actlve grassroot 
~nvolvement ~heprocessculrmnarzs w th  a 1st of problems pnontlzed by the communrtles mvolved L~s t s  are then packaged by speclal~sts Into dlstnct level plans wluch are the 
pmcnted to pocenual donors ac f m  whde notengaglng community members In the formulat~on of the plans presented If re des~gned to mvolve citizens more fully ~n the entu 
proLess the overall In~tlatlve ~ o u l d  be strengthened and a greater mcasure of CIVIC cducat~on would also result 

~ o s t  of [S trainrng u d~fficult to calculate s m e  ~t mvolves a varwty of ~ p p r o a c h ~  In wh~ch thz Fame \GOs often participate However expensLs for Baslc and SISCON( 
tralnlng seem reasonable Costs for PPAL however seem h ~ y h  and would be reduced wh~le rnaklng the program stronger by revlsmg the bas~c  des~gn to Increase the actlv 
~nvolvement of commun~ty members and reduce that ot outs~de spec~al~sts  

Wh~le 11 must be recognized that sustanabht) of the IS program was not a s p e c ~ f ~ c  project objectlve thu evduat~on leads to the conclusion that except fo the two IS subgrant 
to consorua tts mstuuabhty ts h@ly quemonable particularly ~f PACT does not remaln In country to capltallze on the experlence gamed T h ~ s  IS because whde hrGOs recelve 
IS trauung there has been no slgruficant transfer of IS tra~n~nglconsult~ng slulls to the NGO community no cadre of local IS speclal~sts has been developed The hGOs alread 
tra~ned now need other types of agaluzatlon development (OD) Interventloas which could be bu~ l t  Into future IS strategies 

'I3 [kve u b ~ r a r a  Subgrant desrgns were appropnate to theu objectwe of ach~evlng ~ncreased famlly Income or quahtv of 11fe However few actually addressed IS I 

'Ithe c o ~ ~ u ~ e v e l  w ~ t h  speclnc objectwes and ~ndicators Due to fleld cond~ t~ons  and lack of experience many subgrantees went through a troubled penad before gettln 
ac l lwnesupand~mng  Therefore overallcosts per benefrcmy were h ~ g h  Nevertheless many eventually emerged w ~ t h  qulte sohd projects and improved effic~ency (lower pel 

[ ,  benetlcmxy costs) PACTTA and moruiorlng played an tmponant role I U  helplng NGOs bnng their actwnles to this level of relatwe eftlc~ency and effechveness and ~n hnkm 
YGOs to one another to share techmcal and a d m n ~ s u a t ~ v e  experlence 

1 
4 IS In terms of the projects IS effons these two subgrants rank among the most s~gnlficant and produci~ve endeavors undertaken IS tramn 
prov~drd by the twoconsorua has resulted m areal awakenmg among NGOs as to the mqmnance of havmg a longer term vislon and of more clearly focus~ng the~r  efforts Howeve 

I those courses are beglnnmg to reach the stage of dlrmn~shlng returns 

Inter personal tenslons among PACT staff have dlmn~shed the PMUs capaclty to analyze and produce well Integrated plans an 
noted by people 10 a range of lnstltut1ons w ~ t h  wh~ch PACT works Many of these outs~de mpresslons have I 

relauons w~th  USAID ha\e been adversely affected by d~fferednces of oplnron about project management many of wh~ch appear to relate to the overall approach whtc 
and relat~onsh~p to overall project objectives The USAID reenglneenn 
project A concerted effort at rapproachment 

and the USAID Project Manager is overdue PACTS relat~ons w ~ t h  other h~gher  level USAlD officials who are largely free of the day to-day demls appear 1 

'!be qulte g o d  

I 6 PACI'sslow stanwth relatively hgha*.itrr for ltttle return in the first years skew any measure of cast as related to project Impad Returns on mveslment ~n 195 
ahowed cons~derably Improved project effic~ency results and Impact Now PACT 1s In a posltlon to funher Increase the level of effectiveness T h ~ s  w ~ l l  requue that PAC 
consol~date IS efforts and focus on investlog only In cenun key elements of ~ t s  overall offenngs wh~ch st111 retam an overly d~ffuse spendlog pattern 

7 Coherence The hvpheses  impllc~t in the current des~gn are reallst~c though they were not duly addressed for the first 30 months or so  Also unexpected resul 
Include the establ~shment by members of the two IS consortla of separate entltles for adrmnlstenng cted~t programs the sw~tch to cash from in k ~ n d  cred~t,  development ( 

SISCONG and ECFAM software the eight Accountants Networks and development of PPAL as a mechanism for Lstnct level development plann~ng 

8 loformaaoo PACT PACTamatron systems are adequate to manage t h s  project Flnancral accounung appears appropnate and the monttonng of subgran 
, has been well handled Costs for development of the ECFAM system for measunng progress of development subgrants were relahvely h ~ g h  ~t will not be poss~ble to judge tt 

cast-effearveness of h s  mveslment until after the second round of data have been collected and analyzed later t h ~ s  year IS baselme from PACTS fust round of data collectlc 
on partlclpattng NGOs ~s flawed I h e  new Instrument used by the PMU In the second round to be completed In August 1997 IS much lmproved I n f o r m ~ o n  of many types 
avadable to PACT wh~ch has yet to analyze much of 11 for use m dects~on &g PACT reporting to USAID reflects these analyt~cal defic~enc~es To date 11 has not been effecu' 
~n dlscuss~ng the meaning and m t e g i c  s~gnlficance of the vanous achievements or defic~enc~es of the project 

PART ONE Overall Framework for Future Project Duectlon 

1 USAIDP and PACT should work together to re design future project actlvltles keeplug In m n d  current SO W l R  ind~cators and ensunng that remaining resources and hn 
avdable to the PACD (whether ro September 1998 or 2000 or some other date) are Invested ~n a manner that cap~tallzes on the projects strengths and expenence to date w h  
more sharply focuslug IS outreach 

Two majw scenarios are presented for wnsiderat~on 7he fm to September 1998 the ~ u r  ent P 4CD and the other to Septemwr 2OOO should USAID approve a no-cost extenslo 
S p e c ~ f ~ c  recommendations for each bcenano are presented In Parts Three and Four In Scrnano One slnce development subgrants are to end In September 1997 close o 

, prucrdues *ill reqtur~ PMU amnuon to the end of the y w  Thus only those actlvltles already In process would contlnue wh~le  expenence 1s duly documented and dlssemnate 
PPAL and B a s ~ c T m n g  mmws are refined and tmproved In Scenano Two the PMU and USAlD re des~gn the project and ~ t s  ratronale 1s re cast to bnng ~t into closer acco 
w ~ t h  USAIDs broader pnontles mvolvlng NGOs part~cularly SOs 1 and 2 and SSO 5 



I IK 1 I%0 General Recommendat~ons recommendat~ons 2 through 6 deal w ~ t h  M w o n  ~ndlcators tor t h ~  50 #?/IR LSAIDPACT coordlnat~on servlces to other USA11 
\O t ~ l m s  PMU admmstrauon and relat~ons w ~ t h  kev GOP ascnclcs 

i 
I'AII1 THRCE Close Out In beptember 1998 

I '  

j PACT should develop a comprehens~ve Work Plan consol~dat~ng ~ t s  a~twl t tes  and targstlng s p e ~ d i c  strateglc areas Elements to be lncluded In the Work Plan are the 
recommended 

I'AKT M U R  Close Out In Scpcernber 2OOO 
I 

3 In dd~ t lon  to all recommendmoos contluned In Parts One throuvh Three LSAIDP and PACT tobether should re des~gn the p r o p 3  to the new PACD allgnlng 11 more close1 
~1ti-1 I SAlDs broader prlorltres ~nvolv~ng NGOs particularly 5 0 s  1 and 2 and 550 5 PACT should then produce a nLw strateglc plan as well as a new results framwork ac 

, a drrruled two year Work Plan for 1999 2000 Elements of the new strategy should prov~de for s tdf  re conhnurauon dnd nun1 grants 
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k Aftachments (Zlstanachments w ~ t h  t h ~ s  Evaluatton Summvv attach copy ot full traluation repon e> tn  ~f one was subrmtted earher a h c h  studes surveys 
etc from on nome evaluation If relevant to the eraluauon repon ) 
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CHAPTER I BACKGROUND 

1 DESCRIPTION OF THE USAIDIPACT COOPERATIVE AGREEMENT 

On August 23 1992, USAIDPeru approved a Project Paper for a c t~v~ t~es  deslgned to work with and 
through U S PVOs and Peruv~an NGOs to reach the most severely disadvantaged segments of 
Foclety The project focused partmkuly on areas where GOP programs were not servlng effectively 
It was designed to increase the partlclpation of the pr~vate, non-profit sector in development efforts 
In two major ways by prov~d~ng fundmg and technical assistance to support new or expanded 
developmental initiatives that took full advantage of NGO knowledge of and Imkages with local 
communities, as well as governmental Institutions, to more effect~vely mvolve them In local 
development and by providing support for strengthenlng NGO ~nstitutional capacltles In terms of 
their abllity to formulate strategies, plans and budgets and to organlze Internally 

The deslgn of the project, as reflected In the Logical Framework Included in the Project Paper, was 
clearly elucidated, as follows 

Overall goal Promot~on of broad-based sustamable economc growth through the increased 
partlclpatlon of Peru's poorest groups in the nat~onal development process 

Two-fold purpose 1) expanding the amount and lncreaslng the development Impact of 
PVONGO food-asslsted programs In the key sectors of health, agnculture, and enterprise 
development, and 2) strengthenmg the institutional capacity of Peruvlan NGOs to work more 
effect~vely with community organizations In the dellvery of servlces in these key sectors 

The Project Paper delineated three types of support to be made available to 
NGOs 

I Institut~onal Development Subgrants of up to $150,000 each for up to 18 NGOs, 

11 Development Activities Subgrants of from $100,000 to $1,000,000 each to a 
maxlmum of 14 NGOs 

111 A range of lnst~tutional strengthening tranlng and technical assistance Independent 
from any subgrant funding and to be provlded directly by the Project Management 
Unit (PMU) to up to 25 NGOs 

The Project Paper also ~ncluded well-dev~sed descnptlons of each project component, cntena and 
procedures far approval of subgrants, as  well as the selection of NGOs to receive trnnlng, along with 
an overall project strategy with accompanying analyses It descr~bes v~vidly the then-preva~ling 
context of the project continuing terrorist actlvlties, large portlons of the Slerra long cut off from 
rivnnai go\eriiment or developmental servlces heavy narcoucs trafficlung, severe econormc stress 
ard hjpeiArfl,,, 1, explars how the p i u j t ~ ~  des~gnea LCI s~tpgort the then-nasceni economc and 
political reforms of the GOP for promoting broad-based econormc development, which had begun 
to help, but had yet little effect on Improving the hves of Peru's chronically poor, In fact, such 
reforms had contnbuted to the rapid Increase in their number 



Agamst t h ~ s  backdrop, an RFP was Issued callmg for U S PVOs or NGOs to b ~ d  A Cooperative 
Agreement (CA) between USAID and PACT was s~gned on September 30 1992 for the 
~mplementation of this support project, formally tltled "Project for Support of Non-Governmental 
Orgmizat~ons " The project budget was established at $13 600 000 to be drawn down over a penod 
of six years (September 30, 1992 - September 29, 1998) 

The project objectives in the CA remamed as described above The phrase in Purpose number 1 
above, whlch refers to "food-assisted programs,' applied to PACT's early work in the country Per 
the terms of the CA, PACT, in addltlon to its subgrant and institutional strengthenmg actlvit~es, was 
also to work with the five U S PVOs implementing USAID's Title 11 program In order to improve 
the information system and monitoring of the overall food assstance program 

PACT's work began in Llma in November 1992 It was not until July 1993 that the PACT Chief of 
Party could take up full-tlme residence In the country Unt~l then, he was there for only a month at 

tlme due to Mission secunty concerns PACT staff was brought to ~ t s  full complement of seven 
employees in September 1993, when three additional key personnel were contracted 

In these early unsettled months of the project, PACT's limited staff had grappled with food 
mon~tonng lssues and the important task of becomng farmllar with the Peruvian operational context 
and NGO community An NGO assessment was camed out dunng th~s early stage as a bas~s for the 
formulation of institutional strengthening activities However, as one USAID official polnted out, 
thls was not an ~n-depth assessment of NGO capabilities, deficiencies and needs Rather, it was 
essentially a directory of NGOs - a survey that provided basic data on their ~nstitutional Identity 
Reportedly, the lack of informat~on on NGO structures, operations, implementation problems and 
relations wlth other publlc and pnvate entities made it impossible for PACT to develop and propose 
a specific strategy or to effectively design specific activltles to address lssues related to strengthenmg 
these institutions 

For whatever reasons, the strategy lad out in the Project Paper was not adhered to by PACT, neither 
did it devise or present to USAID an alternative strategy Nonetheless, in view of the long delay In 
getting the project off the ground, and the consequent vulnerabdlty of its future, the USAID Mission 
pressured PACT to move ahead aggressively in programrmng subgrants 

In October 1993, only a month after reaching its full staff complement, PACT sol~clted project 
proposals through a general announcement to the NGO community Over 800 proposals were 
received These were screened by the PMU, which sent the best 104 to USAID for final selection 
The Mission ident~fied 16, and PACT arranged to negotiate and sign agreements with those NGOs 
Although the PMU identifies all 16 s~mply as "subgrants," 14 were what the original Project Paper 
called "development actlvlties subgrants," while two were "institutional development subgrants," 
which involved consortia 

The subgrant agreements were signed In March and Apnl 1994 In Apnl of that year, a six-week 
formative evaluatron began, as stipulated in the onglnal project plan That apprarsal, camed out by 
a angle consultant, was hlghly cntlcal of PACT's work in the 17 months ~t had operated in Peru with 
an expenditure of over $1 mllion That report, titled "Shakedown Evaluation," led to a flurry of 
changes in the project the resignation of the COP in May 1994, the production by PACT of two 
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related plans a Global Plan for the Penod October 1994 to September 1998, and a Strntegrc Plan 
A~rgrist 1994 to September 1998, whlch was subrmtted to USAID in September 1994 A new COP 
was asslgned In October 1994 

Thls perlod of Intense actmty led to amendment of the CA in March 1995 The amendment (No 
6 )  relieved PACT of any responslblhty for the food assistance program and focused the project 
exclusively on the institutional strengthenmg of NGOs, for whlch the subgrant program would 
functlon as a component of the strengthening process 

That done, however, for reasons related to budget restrlctlons In June 1995 USAID advised PACT 
that no further funds would be avadable for subgrants PACT had intended to contlnue a comblned 
lnstltutlonal strengthenmg and subgrant strategy, but with the latter done In a much more studied 
manner than In the first round, by glving up to 25 addltlona subgrants to particularly prormsmg 
NGOs - five each m the five geographic areas In whch actlvit~es were focused In lieu of supportmg 
subgrants d~rectly, PACT shfted to attemptmg to link NGOs that had well-formulated proposals and 
well-developed capacities wlth other funding sources In h e  wlth the changes lndlcated In the CA, 
In 1995 PACT proceeded to develop and Implement a range of lnstltutlonal strengthenlng 
workshops, events and related activities, as described in Chapter I1 of thls report 

Whlle most of these activities related dlrectly to increasmg the instltutlonal capacity of NGOs, some 
seem less related than others It was not easy to ascertain which NGOs were vltal, and whlch were 
less so, by refemng to the newly-devlsed logfrarne that accompanied PACT's "Global Plan " That 
logframe became the basis on which the project was to be implemented The complete Loglcal 
Framework 1s attached as Annex A 

In the Global Plan for October 1994/September 1998, the goal is postulated as "Sustamable 
increase in the quality of llfe of Peru's poorest population llving In cntical areas of the country, 
through NGO interventions in the key sectors of mcro-enterprise, agriculture and health " 

This goal appears to relate more to the then-prevalllng subgrant program and the achlevernent of 
specific sectoral changes, than to some more global actzlevement expected to result from instmtlonal 
strengthenlng, per se Indicators Included at the goal level relate not to institutional development 
factors, but rather remam focussed on measunng the progress of PACT's subgrants The mdlcators 
are 

a 50% income Increase in populations benefitting from projects financed by PACT by the 
end of the project 

rn agricultural production destined for the market among those benefitting from PACT 
subgrants increased by loo%, 

w d d x L  e cf 50% m acut; malnutntron 12 cluldren under five among subgrant beneficianes, 
a 25% reduct~on In general rnn+dlty 11 zones bexlrittL;g frcz PACT subgramts 
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Project Purpose A range of Peruvian NGOs institutionally strengthened and having achieved 
capacitv and efficiency to be promoters of the sustainable development of the poor population 
located in the critrcal areas of the country 

Two of the four purpose-level indicators in the logfrarne as with those above, relate to the subgrants 
Only the first and last on the list that follows deal with wider institutional development factors and 
both call for use of a measuring tool designed to establish a baseline, to be repeated in order to 
measure change We found that the adminrstratron of the baseline tool was uneven, and that the 
measuring device used is flawed in concept, as will be explained later in this report The purpose 
rndicators are 

210 NGO's institutronally strengthened as measured by a questronnare/interviews and direct 
observation bv PACT weak NGOs (less than 50 on the Strengthenrng Index) increased their 
rank by 50% medrum NGOs (from 50 to 70) increased their rank by 35%, strong NGOs 
(over 70) increased by 20%, 

100% of the economic activities such as micro-enterprises, revolving loan funds and 
marketing, promoted by NGOs through the subgrants operating without subs~dles at project 
conclusion, 0 

30 NGOs with PACT project funding achreved on average 90% of their results and at the 
same time 100% of these operate with decreasing unit costs as their projects are implemented 
over time, 

@ 
6 NGO consortia increase their institutional strengthenrng index by an average of 50% 

These indicators at goal and purpose level are followed by a long list of outputs and indicators 
grouped into four result categories, many of which are duplicatrve of the indicators used at higher 
levels, are extremely difficult to measure, or call for completely subjective judgements Only in a 
few cases (1 e , number of Instances of district coordination, number of NGOs with dlverslfied 
fundmg, number of NGOs broadening project coverage by movlng into additional areas of crlt~cal 
poverty) are they factually-based 

The input level of the project includes SIX major categories which llst some 41 major and rmnor I 
activities, undifferentrated by size, scale or importance This extensive list calls into question the 
coherence of the project, reinforcing the observations of a range of people from NGOs, donor and 
government agencies, as well as at USAID, whom the MSI team interviewed in the course of t h s  
evaluation, and who indicated that PACT activities were varied and not sufficiently focused and 
measurable 

Enter USAID Reengmeering In response to the Agency-wide initrative, in 1996 USAIDfP began 
the process of reengineenng, the Mission's Strategrc Plan for the period 1997-2001 now postulates 
five strategic objectives After considerable deliberation, the PACT project was placed under 
Strategic Objectrve #2, "Increased Incomes of the Poor," w i t h  what was described in the SOW for 
this evaluatron as Intermedrate Result 4 (W) "Strengthened Organrzational Outreach," which the 
SOW then notes "was rncluded to improve NGO efficiency and effectiveness in prov~ding 



development servlces for the target population (poor and extremely poor) ' By late 1996, the SO 
team decided that the IR should be revlsed in order to clarify mtended results In fact by the tlme 
t h ~ s  evaluat~on got underway that IR had been re-configured as 'Increased Effectiveness and 
Efficiency of Organizations Providing Assistance to the Poor " and re-numbered as IR#2 5 An 
October 1996 report titled USAID/Penl Peij5ormarzce Monrtorrng Swtem Development by an MSI 
technical assistance team notes the SO #2 teams discomfort with the then-current set of mdicators, 
a circumstance which led the team "to conclude that they are not articulated in operational terms 
referring more to summary concepts ot what rmght be useful measures, rather than practical, on-the- 
ground indicators " The report further states "A proposal for operational~zing the ~ndicators was 
presented by the PACT contract manager to the SO team," and explains that "PACT'S proposed 
approach was relatwely complex and did not indicate how multiple 'sub-indicators' would be 
aggregatedkonverted into the three summary' indicators of organizational efficiency, effectiveness 
and operatlonal management systems " Following that discussion, alternative mdicators were 
identified and finally adopted In the first part of 1997 They are as follows 

I Number of USAID supported NGOs realizing a reduction in administrative costs at 
either of two levels 1) 10-15% or 2) over 15% to be measurea uslng accounting 
records of NGOs and applylng a formula of admnistrative costs over administrative 
+ program costs 

11 Number of USAID supported NGOs that meet or exceed expected levels of 
improvement in targeting poor districts as measured by the percentage of program 
costs expended as reported by NGO management 

111 Value of NGO resources shifted to focus on the poor (to be measured in terms of 
funding shifted to very poor districts with information collected as in the preceding 
indicator) 

IV Number of organlzatlons that use management systems defined as logframe, 
operatlonal monitoring system and effective accounting systems 

In compliance with USAID's reengineenng mandate, PACT's 1997 Work Plan, dated January 1997, 
included a Results Framework (see Annex A), rather than relating back to the logframe in the Global 
Plan Three project-level results, talored to fit wlth the Mission's SO 2, along with their respective 
indicators and assumptions, were included 



Results Ind~cators 

1 NGO efficiency 1 Indirect Costs 

2 NGO Effectiveness 1 Compliance w~th  plans 
and objectives 

2 Replicability 
3 Population coverage 
4 Geographic coverage 
5 Financing 

Kev Assurnpt~ons 

1 Increase In economy of scale 
2 Efficiency as a management goal 

3 Management goal 
4 Systems impress donors 
5 Technical capacity Impresses donors 
6 NGOs apply systems 

3 Management 1 Planning 
Systems 2 Information 
Functioning 3 Accounting 

4 Knowledge 

The Plan notes that the activities outlmed continue to be numbered as before (1 e , in accordance with 
the logframe in the Global Plan), pendlng acceptance of the new Results Framework Up to the time 
of this evaluation, formal acceptance of PACT'S 1997 Work Plan was still pending So, in essence, 
while project-level results were worded to co~ncide with the Mission's SO #2/IR#4, with project 
activities re-arranged into those new categories, 1997 activities basically followed the 1994 Global 
Plan (See further discussion in section 5 of Chapter I1 ) 

Project expenditures to April 1997 amounted to $6,782,221 of the total obligated amount ef 
$8,415,792 

2 OBJECTIVE OF THE EVALUATION 

As stated in the Scope of Work (SOW) included in thls contract between USAID/P and MSI, the 
objective of thls evaluation is to "a) revlew the performance of the project In terms of institutlond 
strengthening of the partlclpatlng NGOs, b) determine the factors contributing to the performance 
or lack of it, and c) make program and policy recommendations for the future " 

It is also stated that, "In the process of evaluating the institutional strengthening component, the unlt 
of analysis shall be the NGO, and impact shall be determined In terms of the improvement of its 
efficiency and effectiveness " The word "efficiency" is then defined as "the cost of administration " 
whlle "effectiveness" is defined as "success in meeting goals, objectives, and target groups " (See 
Statement of Work In Annex B ) 

3 METHODOLOGY 

In accordmce wlth the SOW, hISI f,:!ded a team of t~ro sijecld,s;s :a c ~ i  O L ~  this evaluatm 
Senior Associate Joan M Goodm served as Chief of Party (COP), while Associate Edward Glaeser, 
a development/admnlstration expert, also served on the team The final Work Plan accepted on day 



four of the assignment by the USAID Project Manager (see final Work Plan In Annex C), provided 
a spec~fic schedule of interviews and site v~s~ t s ,  as well as a synthes~s of "Major Toplcs for Rev~ew " 

Pnor to departure from Washington a one-day Team Plannmg Meet~ng (TPM) facllltated by an MSI 
speclal~st and including both members of the team, was held at MSI headquarters T h ~ s  served to 
coniirm the team's common understanding of the task at hand to discuss the project documents that 
had been provided by both USAIDP and PACT and to begm formulatmg a draft Work Plan whlch 
was subsequently finahzed In Lima and accepted by the USAID COTR Once that Plan was 
accepted the team developed appropriate data collect~on instruments for use dur~ng the interview 
process 

The methodology employed by the team during the course of t h~s  evaluat~on included four mam 
approaches a) document review (see Annex D for list of Documents Consulted), b) key informant 
Interviews, c) group interviews, and d) focus group interviews (see L~s t  of Persons Contacted In 
Annex E) The process included d~scussions In L ~ m a  with key actors (USAID, PACT, GOP 
representatives, Peruvian NGOs and U S PVOs), as well as trips to Ayacucho Cajamarca and 
Arequ~pa where the team held d~scussions with participating NGOs, local/prov~ncial government 
oificials community representatives/members, and others Wh~le in Ayacucho and Cajamarca a 
total of three days was dedicated to traveling to rural project sites, accompanied by the NGOs 
prov~dmg assistance to citizens in the areas vis~ted 

Having noted the absence of vahd baseline data concerning the degree to which partmpat~ng 
organizations had been strengthened inst~tut~onally, durmg NGO interviews the MSI team applied 
an instrument rooted In years of solid research/documentat~on on how organizations evolve This 
allowed us to measure the degree of strengthening perceived to have been accomplished, at least by 
those d~rectly involved For t h ~ s  purpose, evaluators first explained to those interviewed (whether 
~ndividually or in groups) the Organzzahonal Llfe Cycle, showing them a chart drawn up for thls 
purpose (see Annex C) Then, interviewees were asked to explam where they see their organization 
now, and where it was In April 1994 when project activltles began The chart includes two major 
stages of evolut~on (Heroic Phase and Mamtenance Phase), separated by a juncture or per~od of 
transition Mamtenance then leads ultimately to a second juncture, leading e~ther to the Renewal of 
the organization or to ~ t s  Decl~ne and possible extinct~on, depending upon the success wlth which 
t h s  juncture is negotiated It is also explamed that each of these phases and transition per~ods can 
last any length of time, the duration vanes from one organization to another, depending on the nature 
of the mternal pressures generated, and the external forces at work in the overall context 

The MSI team held on-going discussions w ~ t h  USAID Miss~on officials and the PACT staff, and 
conducted mdividual and group interviews with others In the places vlsited A total of 139 
lndlv~duals were mterviewed dunng the course of this evaluation They represent 33 NGOs, SIX 

fore~gn donors, the office within the Ministry of the Presidency (SECTVMIPRE) named by the 
Government of Peru (GOP) as PACT'S official counterpart agency, plus other key informants 
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CHAPTER I1 PROJECT IMPLEMENTATION 

1 INTRODUCTION 

Clearly, the last half-decade has marked a significant period of socio-economlc and pol~tical 
transition in Peru Following the capture of the chief terrorist leader, the country began a process 
oi pacification and reconstruction, whch is clearly discernable in the rural areas of the high Sierra 
Based on the opinions, perceptions and experiences of those interviewed, the role of NGOs In Peru 
is also in transition Thls was further validated dunng the team's on-site observations in Ayacucho, 
Cajamarca and Arequipa, as well during discussions in Llma, and in accounts by the media 

Before 1980, and the advent of a 15-year period of terrorist-sponsored vlolence Peruvian NGOs 
tended to act as providers of assistance to the needy - a practice promoted throughout Latin Amenca 
by the Catholic church over the centuries However, efforts to elirmnate poverty led to the 
conviction that what was needed was development, rather than weltare Therefore, despite the 
difficulty of worlung in areas marked by violence, some Peruvian NGOs also began to shift their 
focus to such areas as watershed management, agricultural and cattle production, community 
development, and so forth Having come through that violent period, and with the initiation of the 
current government's War on Poverty, many Peruvian NGOs began to see themselves as serious 
development actors Moreover, government agencles created to fight that War, but laclung the slulls 
and outreach capacity needed to ensure success (particularly FONCODES) saw NGOs as a means 
to reach isolated populations in the most damaged areas That, plus a parallel retrenchment of the 
State's labor force, stimulated the creatlon of dozens of new NGOs, many of which were founded 
by only a few unemployed professionals As one key informant sad, 1993 saw a "boom" of NGOs - 
many of which disappeared after having completed a single infrastructure project funded by the 
government 

The current perception of NGOs in Peru, as expressed by State and private sector actors, as well as 
by international donors, is that NGOs (unlike State agencies) have both the technical slulls and 
access needed to successfully channel support to the most impoverished sectors of the population 
For example, USAIDP reports that about half of its portfolio is being implemented through 
NGOsPVOs Indeed, the perception of NGOs as crltical actors in the development process was at 
the heart of the NGO Support Project design, here under study 

In addition, there appears to be a growing (though still incipient) sense of community among 
Peruvian NGOs themselves T h s  is apparent in the evolution of networks, coordinating bodies and 
consortia tled to specific geographc areas or substantive sectors, as well as in the gradual 
strengthemng of a national NGO assoc~atlon which among other things, seeks to represent NGO 
interests in the policy arena 

As NGOs seek to hone thelr development slulls, other important factors have emerged to shape the 
overall context These include an elaborate decentralization process passed into law and supported 

the government, and ttle consequer* r e d  to streq$en loc2 ,rrcx :T?-T~ capmty, ES well as the 
stated intention to revlse the Legal Norms on Internatzonal Technlcal Cooperatzon passed Into law 
in 1992, whlch govern NGO legal status Moreover, the pac~fication process, together w~ th  the re- 



structunns of the economy and the tarnlng of inflationary tendencies have led to increaying level5 
of foreign investment and international donor support 

In short i t  appears that the current national transition represents a window of opportunity for 
Peruvian NGOs to plav an important strategic role In the country's development efforts To do so 
however will require significant strengthening of organ~zational skllls and the further consolidation 
of the NGO comrnunltv s capacity to dialogue effect~vely w~th the State, the private sector and other 
key interests 

2 INSTITUTIONAL STRENGTHENING (IS) 

The des~gn of the NGO Support Project was anchored in a two-pronged development hypothesis 
a) the provision of institutional strengthening for NGOs working in the 419 d~stricts identified by 
the GOP as the poorest areas of the country would result in a reduction of poverty, and b) subgrants 
to the NGOs working in those areas for the execution of integrated projects which include 
agriculture, health and microenterprise components would make grantees stronger ~nst~tutionallv 

T h s  section addresses the first part of that hypothesis, including the two institutional strengthening 
subgrants given to NGO consortia in Ayacucho and Cajamarca, while the next sectlon deals with the 
14 subgrants awarded for integrated development projects 

The May 1994 Shakedown Evaluation found that "The Institutional Strengthening Component has 
barely gotten off the ground after 19 months T h s  cornerstone project component lacks focus [It 
has] no strategic plan The Sub-Grant Project Component has dominated project implementation 
to date " It was pointed out that only the two subgrants awarded m April 1994 to NGO consortia in 
Ayacucho and Cajamarca specificaliy addressed this key issue 

USAID officials aserted that there was ample evidence in the early stages of the project that PACT 
did not demonstrate an understanding of how to approach the institutional strengthening of local 
NGOs or how to Implement such an activity One official recalled that in early 1994, staff of the 
Mission's food aid division (FFD), who were also responsible for overseeing the NGO Support 
project, had made attempts to deepen the project's institutional strengthening component For 
example, because the planning and programrmng elements of the food aid program needed review 
FFD staff arranged for a special workshop from March 6-1 1, 1994 Convinced that PACT staff 
required the same type of traning, they encouraed PACT to send its key programrmng staff to that 
"Logical Framework Workshop," five senior project staff did indeed participate Reportedly, this 
proved to be a turning polnt for PACT staff and for their ability to share good planning and 
programrmng concepts, w ~ t h n  the structure of the log~cal framework, with the participating NGOs 
Indeed, as discussed below, the logical framework became a sort of jewel in the project's IS crown 

In line with Amendment 6 of March 1995, the project was re-designed to give greater weight to this 
component This included two major approaches 



a) lnitiatlon of a Baslc Tranlng Program to be camed out dlrectly by PACT for NGOs 
in selected areas other than Ayacucho and Cajamarca including workshops, technical 
assistance and follow-on visits, and 

b) contmuation of the subgrants made In April 1994 to the two NGO consortla 
responsible for the planning and implementation of traning courses for strengthening 
NGOs in Ayacucho and Cajamarca 

In addlt~on a number of other initiatives have been developed to reinforce the IS component of the 
project These are also discussed in this section 

A Basic Tra~nlng Program 

To launch this activity, in January 1995, PACT contracted a local consulting firm, Atmchik, to 
design, conduct and provlde follow-up for NGO institutional strengthening The first truning cycle 
(5 workshops) took place between March and November 1995 Courses were held at Atrnchik's 
tralning center In Pachacamac Some 96 NGOs from Cusco, Huanuco-Pasco, Huancavelica, 
Cajamarca and Ayacucho attended 

Reportedly, financial management issues were not sultably covered in the initial design, resulting 
In a call by participants for their inclusion in subsequent sessions (somethlng that had been loosely 
piloted in Apnl 1994 by the PACT Comptroller whrle woriung with the CIDRA Coordinator in 
Ayacucho) After only one or two follow-up vislts by representatives of Atinchrk and PACT, the 
Atinchik contract was cancelled It was decided that a permanent Traning Coordinator would be 
added to the PACT staff Wh~le Atinchlk feels that the PACT institut~onal strengthening traning 
initiative is sorely needed, and IS a positive contrlbut~on to NGOs, it finds the criterla and process 
for selecting participating organizations to be laclung sufficient strategic analysis Also, the 
approach used by PACT staff dunng follow-up vis~ts differed from that of Atinchlk, wlth the latter 
seeing the former as too directive, and not sufficiently particrpatory 

Following the addition of a full-tlme Tralning Coordinator in June 1996, the current version of 
PACT'S Basic Traning program was designed and first carried out in Lima from August 1996 to 
March 1997 at the request of USAIDIODlT for some 46 representatives of 17 Human Rights NGOs 
It included five workshops, with the first four spaced about a month apart, and the last some four 
months later The final program report of May 19, 1997, indrcates that, of the 17 NGOs, 12 
participated in follow-up activities, and that 7 had presented 8 project proposals to GRADE (ODIT's 
lmplementmg agency), with 3 accepted, while 9 NGOs had presented 34 projects to other donors, 
of which 7 had been accepted and 27 were awating reply O D E  reports that there is a great need 
for strengthening these organizations (strategic plannmg, monitonng, etc ), and that some NGOs 
seem to have improved as a result of the tramng However, ODIT also noted that ~t had hlgher 
expectations for the program whlch it describes as having met wlth 'rmxed success, ' noting that 
whde NGO proposals look better, they lack substance aL2 are not iugical (The cost of chls actlvlty 
was covered under PACT s regular project S U L ~ ~ C L  j 

For implementation outslde of Lima, to reduce travel costs PACT adjusted the design of the Basic 
Training Program, malung it possible to cover the same matenal In three (rather than five) 



workshops lasting three to four days each and spaced over a period of several months These three 
workshops consist of five modules as follows 

I Management for Institutional Development 
- Organization & Human Resource Management 
- Strategic & Institutional Planning 

I Design & Evaluation of Development Projects 
- Project Design & Operational Planning 
- Project Monitoring & Evaluation System 

Financial Management & Internal Control (Internal Control System, Budgets & Their 
Execution, Financial Statements) 

The training program seeks to have three participants from each NGO represented director, area 
chief/program head, and the person responsible for financial management This obeys PACT's 
underlying philosophy, which as stated by the COP, "stresses the importance of lntegratlng the 
programmatic and financial management personnel of the NGO, plus the participation of all project 
personnel in the decision malung process " Noting that the Peruvian NGO comrnunlty tends to view C 
field work as its man  pnonty, with financial management as a secondary consideration, PACT holds 
that "Thls structure and management style are very much top down and not participatory " 

During the Traning Coordinator's first year at PACT, the Basic Traning Program was delivered to 
a total of 85 NGOs in Lima (17 NGOs, ODIT), Arequipa (25 NGOs, Sept '96, Jan & April '97), 
Puno (25 NGOs, Dec '96, March & June '97) and Huaraz (1 8 NGOs, Feb & May '97, wlth the third 
workshop planned for the last quarter of FY '97) Each workshop involved from 30 to 52 
participants, and in each case a local NGO was selected as PACT's counterpart to handle loglstlcal 
arrangements It was reported that partlcipants pay US$40 per basic training workshop directly to 
the hotel where they are held to help defray dlrect workshop expenses The current plan IS to extend 
the program to three new Departments in the North (1 e , Piura, Chlclayo, Trujillo) during the year 
beginning in September Meanwhile, project staff are writing traning manuals, based on above 
design and expenence to date, for publication in August The Tralning Coordinator explaned that 
manuals will be for use by both tramers and individual NGO partlcipants 

Q 
The methodology used ~ncludes presentations by experts on selected topics, v~deos, small group 
work, and the provision of relevant documents Following the first workshop, participants are to 
return to thelr own NGOs to replicate the participatory planmng process just learned whch IS based 
on an environmental scan (internal strengths and weaknesses, and external opportunmes and threats - 
"FODA" in Spanlsh) Thls is to result In the formulation of 5-year strategic plans, which are to @2 
include cisron, mssion, context analysis, strategic objectives, and activities (indicators and M&E 
are not included) They are then to send their strategic plans to PACT for analysis PACT sends 
back wntten comments, and witfun a month or so two PACT representatives travel to the workshop 
site to meet with participating NGOs for a jomt evaluat~on of the plan The same procedure occurs 
after the second workshop, when participants are to send in project proposals based on the logical 4 
framework Thls marks the formal end of Basic Traning Program actlvlties, as such, though some 
NGOs may choose to stay In touch or seek advice from time to time 



Our review of wntten analyses sent by PACT to NGOs about their strategic plans further validated 
comments by USAIDIODIT and by NGO lnterviewees in the field That is these plans are not truly 
"strategic " they are rather mechanical FODA exercises that do not tend to lead to new objectives 
or approaches to meet those objectives Indeed, the format used does not include the development 
of overall institutional strategies (as opposed to project-level approaches), and programmatic 
activities are left for annual work plans (Planes Operativos), rather than being incorporated into the 
strategic plan itself Many NGOs interviewed indicated that, while they had sought guidance from 
PACT as to the inter-relationship of strategic and operational plans, no sat~sfactory response had 
been received Moreover, rt was reported by some NGOs that the written comments returned to them 
were the cause of considerable frustration - both because of their technical tone and NGOs' decided 
preference for verbal, rather than wntten, exchanges NGOs also reported that subsequent PACT 
site visits for the purpose of jointly evaluating their plans were the cause of added frustration because 
the amount of time devoted to each NGO is insufficient As descnbed by one NGO, the PACT team 
IS set up in a local office, with the different NGOs involved scheduled for only humed, time-limted 
discuss~ons, resulting In a farly one-way feedback session In a word, very few NGOs interviewed 
had formulated what would normally be considered complete institutional strategic plans 

Above findings are based on a review of reports and other materials in PACT'S files, plus our trips 
to Ayacucho, Cajarnarca and Arequipa, the latter of which is the only site we were able to visit where 
the PMU itself has conducted the Basx Traning course (the first such traning after the initial ODJT- 
sponsored Lima course) Unfortunately, it was not possible to travel to Huaraz, where the PACT 
Traming Coordinator feels the Basic Traning Program has been improved 

The first two workshops are facilitated by the PACT Traning Coordinator, who has a part-time 
consultant as his assistant to record results at each event, plus a team of several other regular 
consultants and, on occasion, other PACT staff, who act as speakers and facilrtators The PACT 
Director generally gives the opening session in the series Both staff and consultants are also used 
for the analysis of NGO plans and projects, as well as for on-site follow-up evaluations 

The th~rd workshop on Financial Management & Internal Control also includes relevant 
documentation, videos, presentations by expert speakers, and small group work Unlike the first two 
workshops, there IS no specific plan for post-workshop follow-up with participating NGOs The 
training is conducted by the PACT Comptroller, who conceived the course (w~th methodological 
design by an outside consultant) and who now has a separate traning support team of three 
consultants Excluding the onginal pilot in Ayacucho, this workshop has been conducted three 
times as part of the ODIT Human Rights traning In Lima, and following the first two workshops 
In Puno and Arequipa The plan is to contlnue with NGOs that have participated in the first two 
Basic Traning workshops in Ancash, and also through CIPDER in Cajarnarca 

This fifth module, which has expanded from two to four-and-a-half days, includes talks on such 
toplcs as The Challenge of Change, New Management Styles, Effective Boards and the 
X<~-nlstrat~uil of Chacge, S;ra:eglc Leadz;shlp a,d :~Lii,g,rnent IA t ~ t :  Future, L-A the role of 
Computerized L~fomation Mxwgeme.lt WF.!e the ,sue of o Vzr,hesS, or d~reci/lfiuriect costs, is 
mentioned dunng the workshop, the Comptroller reports that it will be given greater emphasis in the 
future, as the NGOs are not farmliar with this concept (see further discussion below) During the 
final section of the workshop, the NGO Accounting System (SISCONG) created by PACT is 



introduced and NGOs are invited to contact PACT if they are interested in attending a subsequent 
workshop des~gned specifically to teach that system That is, SISCONG workshops are not part oi 
the Basic Training Program 

PACT staff report that while this fifth module IS an mtegral part of the Bas~c Tramng Program 
building generally on the concepts taught in the first two workshops ( I  e , strategic plannmg and 
project design), it is managed and conducted as an ent~rely separate component That is, there are 
two separate staff coordinators (Tranmg Coordinator and Comptroller) each coord~nator has hdher  
own group of consultants, who have never been called to meet together as a team Also, there are 
separate brochures advertising the Program - one for the first two workshops, and one for the third 

When asked to rank the usefulness of the various Basic Traning components, the nearly-universal 
reply bv participating NGOs put the logical framework at the head of the list As reported by 
almost all mterviewees, use of the logframe had helped greatly to clarify project focus and delineate 
the activities to be undertaken As one NGO put it "For the first time, we are really clear about what 
we are doing, it helped us understand what our project objectives are and how to meet them " 
Second pnonty was generally given to strategic plannrng, which was seen as a part~cipatory means 
to engage key actors in reachmg a greater understanding of the organization's purpose and the need 
to think long-term However, some donors and NGOs asserted that strategic plans are tine, but not 
really useful in their search for funds As one funder sad ,  "Donors don't care about strategic plans 
as long as an NGO can say why and where it works " F~nancral management was generally 
awarded thlrd place by NGOs (PPAL and the SISCONG system, both discussed below, came in 
fourth and fifth ) 

B SISCONG workshops 

While working in Cajamarca with subgrantees, the PACT Comptroller learned that one NGO, 
CEDAS had begun developing a computenzed system for financial management Following in~tial 
conversations, over the next two years or so, the Comptroller and the CEDAS programmer 
collaborated on what is now SISCONG software CEDAS reported that PACT had provided $3,000 
for this work, plus 50% ownership of the system The PACT Comptroller explaned that, In order 
to make ths  new system available to NGOs, a workshop format was created (again wlth the help 
of outside consultants), and that since August 1995, 199 NGOs have recelved SISCONG tralning - 
of which about 50 NGOs have Installed the system, while 50 others are studymg ~ t s  feasibility 

The first SISCONG workshop took place in Cajamarca, and mvolved 19 NGOs Later, workshops 
were held in Ayacucho, Apunmac, Huancavellca, Huancayo, Arequlpa, Piura, Lima, Cusco, 
Huanuco etc - generally at the request of local NGOs It was reported by PACT, for example, that 
NGOs In Arequipa and Piura wanted and p a d  for thls workshop themselves Following presentation 
and use of the inrtial versron of SISCONG, there was a clear need to improve this new software 
Thus, in March 1996 it was significantly modified, with frequent subsequent revisions to work out 
minor bugs Durmg our field work, a need repeated by a good number of NGOs was for more 
technical assistance following the SISCONG tranlng The Comptroller feels that the greatest bamer 
to the installation of SISCONG is the lack of understanding and support by NGO directors, who do 
not usually attend the course, accountants and administrators represent the great majonty of 
participants 



COPEME and COSUDE (the SWISS technical assistance agency) also received SISCONG training 
COPEME reports that SISCONG is a partlal solutlon to keeping budget priorities straight, but that 
lt is "too complicated " Meanwhile COSUDE has installed SISCONG in varlous projects and 1s 
now in the process of installing it  at headquarters for overall financial management One COSUDE 
project accountant expressed some frustration because after having used SISCONG for over a year, 
she must still go physically to the PACT office for minor technical corrections which she said 
required entrv Into PACT's SISCONG system The PACT Comptroller explaned that this IS because 
the COSUDE accountant is not yet well-versed in the system, and therefore makes small errors 

During the interview process, a good number of NGOs pointed to a pressing need for a computer 
program to manage their credit accounts, noting that thls is lacking in the SISCONG system Once 
back in Lima we met with INPETICREDINPET officers, and were given a full demonstration of 
the new soitware they have created for managing loan portfolios at any level - organization, 
departmental regional or national They explaned that discussions had taken place with PACT, and 
had led to a verbal agreement to combine their credit software with SISCONG, thus malung a 
complete package for PACT to use in strengthening NGO financial management capacity However, 
the PACT COP reports that while conversations are still underway, and he IS hopeful that such a 
merger wlll come to fru~tion, he has not yet convinced the Comptroller that thls should be done On 
Inquiry, the Comptroller explained her reservations, which were based on the perception that what 
INPET wants is to "sell" the comblned software to NGOs, rather than provide it  gratis, which is 
PACT's mandate She further asserted that PACT Itself could fairly easily add a credit component 
to the SYSCONG system, rather than incorporating outside software, explaning that she had 
expressed her opinion to the COP, and that it was up to him to decide 

C Technical Training 

Conceived as an important element of IS, technical training events (workshops, seminars, 
discussions, etc ) amed at covenng vanous cntical subjects have been offered by PACT on a rather 
ad-hoc basis That is, neither the Tranmg Coordinator nor any other staff member has been made 
responsible lor developing thls as a specific project activity, nor have strategically-important topics 
been selected for in-depth treatment Staff report that the plan was to provide technical traning on 
selected areas, along w ~ t h  guidance for the management of those areas, to those NGOs that had 
participated in the first year of the Basic Traning Program, but that to date these events have been 
programmed largely as a reaction to NGO requests The first such events, termed "informal" 
workshops, were carried out by the PACT Credit Coordinator In Apurimac and Huancavelica in 
August 1995 They dealt with Rural Marketing and Rural Credit Program Management Subsequent 
events have included 

I In May 1996, the first "formal' technical workshop took place in Ayacucho, agam 
on Rural Credit Program Management & Peruvian NGO Experience w~th  Credit 

$B In 4ugust 1986, a tlv o-da] wor'ishop on Small A g n ~ ~ l t u r e  ,n the Pert 1211 Andes, 
attended by 17 VGOs from the c e - t d  44nde~- ~n;trp2, TS lleld In Abancay, P.pmnmac, 
w~th  three specialists serving as lecturers, their presentations are to be published by 
PACT as a book 



In October 1996, a two-day Forum on Rural Credlt took place In Abancay, Apunmac 
This was attended by 19 representatives of some 10 NGOs The PACT Credlt 
Coordinator, plus a representatwe of CAPRODAfArequipa spoke In February 
1997, the third Forum on Rural Credit was held in Cqamarca Q 

In October 1996, the first field trlp (pasantla) on Rural Credlt for NGOs took place 
Thls involved 24 people from 12 NGOs who traveled for 18 days to Lima 
(CREDINPET), Arequipa (FONDECAP) and Puno (CREDISOL) 

In February 1997, a Forum on Rural Marketing was held in Cajamarca followed by 
another Forum in Ayacucho In May 

In addition beg~nning in about November 1996, the PACT Credit Coordinator conducted a variety 
of other technical workshops on such subjects as Fmancial Math for Credit Management, Des~gn @ 

and Evaluation of Investment Projects, Rural Marketing and Market Case Studies Instltutlonal 
Management for Small and Micro Enterprises, Peruvian Business Law, and Credit Program 
Management 

D Part~cipatory Plannmg at the Local Level (PPALl 

This actlvity was designed to strengthen the role of NGOs as conveners of key social sectors and to 
build thelr capacity to facilitate concerted efforts by state development agencies, the pnvate sector, 
the donor community, local government and grassroots communities for the purpose of promoting 
collaborative actlon PPAL was onginally conceived by APRISABAC, a Dutch technical assistance 
agency In Cajamarca It is seen by PACT as a medium- to long-term effort aimed at ensuring 
sustamable development through the formulation of projects at the local level, which then become 
the basis of district-level development plans PPAL is managed by the PACT Agriculture & 
Part~cipatory Plannlng Coordinator, based on a design originally developed by 
APRISABAChteraction In Health, a Dutch consulting firm in Cajamarca, which In 1995 won Q 
PACT's solicitation, and IS now completing its second contract for implementation of this initiative 

The PPAL process involves three training interventions a) 15 NGOs and 15 dlstnct leaders are 
traned in the overall methodology, resultrng in the formation of a Dlstnct Development Cornmttee 
whlch is to promote the process among rural communities and facilitate the creatlon of cornrnunity- 
level teams, whlch are then tramed by partmpating NGOs to carry out a diagnosis of the community, 
b) tralning at the Department level in the formulation of Community and Distrlct Plans, and c) 
tramng at the Department level for the preparation of fars, including the formation of c o m t t e e s  
to promote project profiles, prepare profiles and plans, and form c o m t t e e s  to promote and 
negotiate at the Departmental level After each course there is follow-up to help ensure that d 
appropnate tasks are carned out PACT reports that the negotiation of dlstnct plans at f i r s  brought 
in $1,150,000 during the first test of the methodology in the penod September-December 1995, 
noting further that the total cost to PACT, APRISABAC and the MGOs was $150,000 

According to PACT'S 1997 Work Plan, in FY '95 and '96, PPAL was conducted In Apunmac, 4 
Ayacucho, Cajamarca and Pasco, where 48 representatives from 2 1 NGOs were traned In the PPAL 
methodology and the use of participatory planning instruments The frequency of the three 



workshops was quarterly involving some 120,000 fam~lies i-rom 300 rural or marginal urban 
settlements in 47 districts The first Dlstrict Fars were held In three districts of Cajamarca In late 
1995 In m~d-1996, Fairs were held for dlstrlcts in the Lucanas-Puqulo watershed, In November 
1996 a F a ~ r  took place in Ayacucho and In January 1997 one was held for Dlstrlcts in Abancay 

In 1997, the NGO Support project Work Plan indicates that PACT will broaden PPAL coverage 
w~dely, ~mplementmg the lnltlative In Huancavel~ca and accompanying the FONCODES agreement 
w~ th  NGOs in the Province of Yauyos, Department of Llma to respond to proposals generated 
through this participatory process This act~vlty is seen to be related closely with PACT's efforts to 
lmk NGOs with State agencies, such as MIPRE and FONCODES, as well as with mternational 
donors By the end of 1997,30 NGOs are to be tramed in local participatory plannmg, and 30 NGOs 
wlll have negotiated 120 projects generated through this process Finally, 30 NGOs wlll have 
facilitated the partlcipatlon of 60,000 famllies from 20 of the country's poorest districts 

During our intervlew w~th  APRISABACIInteraction in Health (IIH), it  was recognized that, whde 
cltlzens from grassroots communltles do come together to identify and prioritize thelr needs (most 
related to mfrastructure), they are not really a full partner in the overall process of plannmg ways to 
meet those needs That IS, once cornrnunitles have prioritized needs, ~t is NGO technlcal staff and 
consultants, and professionals from other local institutions who actually formulate development 
plans for presentation to local authontles and the donor communlty during district fars (The first 
Provincial-level f a r  is now being planned by PACT and IM) However, the Provincial Mayor of 
Huanta, Ayacucho, expressed to us hls enthusiastic reaction to the fact that communlty members had 
worked together to formulate a list of needs, noting that thls was "a first," even though, due to an 
unfortunate scheduling compllcatlon, donors did not come to the Huanta fair to "negotiate" project 
proposals with the NGOs 

The January 1997 Abancay Fair was attended by representatwes of the European Economc 
Community and MIPRE, who became convmced that a PPAL-type process should be mcorporated 
in the government's official War on Poverty Whde PACT and MIPRE held subsequent dlscusslons 
about the PPAL initiative and the posslbllity of PACT's actlve involvement In the government's 
program, the MIPRE/SECTI Executive Secretary made clear to the MSI team that PACT would not 
be selected as one of the implementing agencies She further stated that USAID had provided 
support for ms~tutlonal~zation, studies, and so forth, and that the Germans and European Unlon had 
agreed to provide $25M for this effort, of whlch $5M 1s to the end of this year During the course 
of our intervlew, the Executwe Secretary mentioned three reasons why PACT would not be one of 
the first four-five ~mplementlng agencles, whde at the same time explaning that PACT was the first 
agency to be contacted a) PPAL was found to be "hmted," b) PACT was more expenwe than other 
agencles, and c) PACT had not cooperated with SECT1 In the manner st~pulated m the 1993 
Agreement with the Peruv~an government, whlch names her office as PACT's officlal counterpart 
(see sectlon E iv below, NGO Directory) It was also reported that the MIPRE technlcal team had 
interviewed ' second-tler instltufions" (~nstltuclones de 20 plso), including CARE and CARITAS, 
md wodd choose such NGOsPVOs for ?~+_c ,pa t lo~  :n tke g o s x x ~ n i  s of5cla.l eeffclr; to facnileare 
local develo~ment planning 

Vanous donors mterwewed perceived that what the government has in rmnd 1s a very rapid process 
meant to result In the compilation by cornrnunlties of llsts of pnority needs - a polltlcally-expedient 
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process that will be camed out with great haste They noted that PACT s PPAL initiative involves 
a more thoughtful approach over a longer period of time and IS therefore probably not what the 
government wants 

Local development planning is an actlv~ty ated by the vast majorlty of interviewees as cruc~ally 
important dunng this penod of national reconstruction and prepxatlon for decentralizat~on Through 
key informant interwews, the MSI team learned of approaches currentlv employed by two other 
agencies to facilitate this process For example, IDEAS in Ccl~arnarca, which feels that the 
APRISABAC/IIH methodology is too top-down since it works at the district level, is implementing 
its own strategy, which focuses on the community/caserio level Another related approach was 
mentioned by an official In the USAID/P Office of Local Government and Alternative Development 
whose implementing agency is ESAN, a Peruvian NGO ESAN's program involves a three-stage 
process, beg~nning with partrcrpatory school construction in the community to get crtrzens rnvoIved 
and continuing with traning for mayors, town council members, community leaders and others 
(mostly at the district level), and endrng with support for the decentralization process 

E Other In~tiat~ves 

I Natronal NGO Conferences These events aim at providing NGOs with greater 
access to specialrzed information in such areas as health, agriculture, mcroenterprise, and 
organizatronal development, and at transformrng their newly-acquired knowledge into successful 
practices The First Natlonal NGO Conference was held m Cajarnarca in December 1995, with some 
140 NGOs in attendance It was preceded in February of that year by the announcement of a Case 
Study Contest, and a call for NGOs to document successful projects in above areas and send them 
to PACT Winnrng cases were presented and discussed at the Natronal Conference and broadly 
drssemnated The Second National NGO Conference (also preceded by a Case Study Contest) took 
place in Ayacucho in November 1996, with the participation of 167 NGOs (one-thud of whlch were 
repeats from the year before) 

While a Thud Nauonal Conference was ongrnally envisioned by PACT, dong with the publication 
and dissemnation of additional winning cases, the Director reported that it  was not rncluded rn the 
Work Plan because the Mission did not want to support it The Project Manager believed that this 
activity does not support project objechves and, if it were camed out, successful projects should first 
be chosen and a professional consultant then contracted to do the studies Related to ths, we learned 
from the man  Peruvm NGO assoclatron (ANC) that ~t was plannlng to hold ~ t s  II National 
Conference on Social Development in Llma on July 15- 17 of this year A number of the NGOs we 
~ntervrewed were planning to attend 

i~ Best Project Directory As mdrcated above, PACT IS workshops strmulate the 
generation of project profiles by particlpahng NGOs Ths actrvity is therefore designed to facilrtate 
NGO efforts to obtam fundrng for those projects, whlle also easrng donors' search for approprrate 
actlvltres rn which to invest It involves the selectron by PACT staff of the best, most technically- 
sound projects formulated at each trainlng workshop, the edrtlng of project summaries, and the 
publication of a Best Project Directory which is then dissermnated to potential donors 
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The hrst edltlon was publrshed In 1995, and the second In 1996 Thls was dlstrlbuted to some 83 
international donors workmg in Peru A third edltlon IS Included in the 1997 Work Plan, and is 
scheduled for publication this quarter The PACT COP explained that it is not possible to measure 
the precise impact of this activity or to know how many of the Best Projects are ultimately funded, 
as such lnforrnatlon must be volunteered by the NGOs lnvolved or the donors who have used the 
Directory 

III Donor D~rectory Thls activity is designed to identify fundlng agencies actwe in 

Peru as well as their thematic priorities and fundlng procedures After gathering relevant 
information ~t is publlshed as a Directory of Foreign Entitles and Institutions In International 
Technical Cooperation, whch is subsequently dlstnbuted to some 400 NGOs In 1996,500 coples 
were publlshed and d~ssermnated by the Coordinator of Foreign Entities in International Cooperation 
(COEECI) These are sent free of charge to the NGOs that have participated In the PACT traning 
program or are in some way llnked to the PACT project This year, 500 additional copies are to be 
published In addition, PACT plans to provide technical assistance to COEECI to update its database 
and to p e m t  the generation of future editions electronically Durlng our interview with the Fondo 
Contravalor Peru-Japbn, the directory was mentioned as bemg "of great use" for learning about the 
prloritles and sectors funded by other donors 

iv NGO Directory In 1996, the database that had been compiled by PACT following 
~ t s  1993 subgrant announcement (and the subsequent receipt of over 800 proposals from NGOs) was 
merged wlth SECTI's NGO database - after over a year of negotiation with MIPRE The combmed 
information was published as an official government document, titled, Dlrectoty of Development 
Non-Governmental Organzzatzons The Directory is sold by SECTI, wlth income put into a separate 
account for future editions The 1997 PACT Work Plan indicates that, thls year, the task is to 
program a system for automat~cally updating the Directory and malung it available on diskette, in 
order that subsequent editlons may be generated more economcally and with increased frequency 
PACT reports that t h s  publication facilitates greater donor access to relevant information on NGOs 
and the consequent expansion of their activities The goal for 1997 is to produce two updated NGO 
registnes, and to establish the NGO directory system 

During our interview with SECTI officials, great displeasure was expressed about the Directory 
because the source of information listed for each NGO is either PACT, SECTI or both T h s  was 
seen to be evidence that PACT mantans its own separate registry of NGOs, despite the fact that 
those NGOs are receiving international support and are therefore mandated to register wlth SECTI 
Because PACT maintains what SECTI considers an extra-official registry, it is assumed that the 
NGOs with whch PACT works are not given proper guidance or motivation to register with SECTI 
wh~ch, it was underscored, IS a simple process This had led SECTI to perceive that, despite the 
1993 official Agreement with the GOP under which (it was stressed) PACT is to coordinate all 
actlvitles with h s  Secretanat, "PACT does its own thng " SECTI officials then volunteered "We 
can't evaluate the effectiveness or impact of PACT'S work here because we don't know what they're 
d m g ,  they don't coordinate " v:hen asked about concre,, tv ~ Y S  hhlch cosrdmat~on rmght be 
mmnpi~she:! the SECTI re,nr~~en*2E,. cffercc! ;A z specJc s~,c,-estms a) ~nc!usnon of the SECTPa 
NGO coordinator on PACT teams that go to the field to evaluate NGO projects, and b) PACT 
assistance to strengthen the SECTI NGO Office, whch has little traned staff and field experrence 



Subsequent to that discussion, upon inquirv at the PMU the MSI team was shown correspondence 
dded March 1, 1996 from PACT to SECTI, referring to a Min~sterial Resolution of February 19 
under ~ h i c h  NGOs receiving foreign assistance are to reg~ster with SECTI Wlth that letter, the 
PMU transrmtted its own completed registration form, along w~th  copy of a letter lt had sent to all 4 

subgrantees advising them of the Resolution and aslung that the registration form be d~rected to the 
appropriate party within the NGO In addition the Director enumerated a number of examples of 
how "PACT has systematically gone out of ~ t s  way to coordmate with SECTI," he also stated that 
the 1993 Letter of Understandug with the GOP called for coord~nation only on subgrants and T~tle 
III funds (w~th the latter becommg a moot po~nt after it was dropped from the project) 

F Inst~tut~onal Strengthen~ng Subgrants to NGO Consortia 

In April 1994 PACT awarded three-year subgrants of $150,000 each to CIDRA in Ayacucho and 
CIPDER in Cajarnarca Due to slower than expected expenditure rates, both have slnce been glven 
no-cost extensions to September 1997 

CIDRA (Ayacucho), formally founded in 1992, is a consortium of 12 NGOs most of which carry 
out integrated development projects in isolated rural areas of the Sierra one member (IDESI) is a 
local branch of a national credit institution, wh~ch serves as a small bank for small/medium 6 

enterprises and plans to spin off a field-based NGO component next year CIDRA was born in 1988 
as a mechanism for channelling $400,000 to local NGOs from the Fondo Contravalor Peru-Canada 
to help rural citizens deal with the devastat~ng effects of the severe drought affecting the region 
Following that experience, the NGOs involved decided to formalize CIDRA as a permanent 
consortium For the penod 1993-1995, ClDRA received $800,000 in non-emergency development @ 

funds from the same Canadian source ($600,000 for agnculturelproduction, and $200,000 for credit) 
During our field tnp to Ayacucho, the MSI team interviewed six member organizations, and two that 
had been expelled because of mshandl~ng of the second Canadian donation (CEAA-INTI and 
IEWJMA, the latter also had its PACT grant cancelled after about eight months due to non- 
compliance CIDRA has since filed law sults aganst both for the return of funds, though they d 
continue to be mcluded In consortium events, including IS traning) 

ClDRA officials explaned that the cntena for membershp in the consortium include the NGO must 
have existed for at least five years and must be engaged in field work Once accepted, there 1s a 
probationary penod (though no one seemed to know just how long that was) Dues are US$20 per d 
month, whlch members seemed to know about, but hardly any actually pay Since outside NGOs 
are invited to CIDRA tran~ng and other events, membership d ~ d  not seem to be a major issue, except 
as related to the possibility of o b t a m g  funds or being l~sted m official pronouncements What d ~ d  
appear to be a major, yet-unresolved issue is whether CIDRA will reman an NGO 
coordinator/interlocutor/lii~1son agent, or move to also become an executing agency in order to 
survlve (a dilemma that PACT ~tself confronted in its earlier years ) 

CDBPA publ~shes a sem-annual magazme (first issue dated Nov 1996), has a "documentatlodreferenee 
center," and is connected to Internet 

The $150,000 PACT subgrant to CIDRA, mcluded $20,000 for the purchase of computers for PACT 
development subgrantees in Ayacucho, and some $6,000 for auditfevaluat~on Subsequently, due 

WPDATA\REPORTSU25W)\PA~G wS1 
October Y 1Y97 , 



to confusion re PACT's use of those two line items the CIDRA subgrant was increased to $162,000 
The subgrant also provides funds for a half-time Coordinator, a full-time Assistant Coordinator, a 
half-time accountant, and two secretarial assistants 

Under the PACT subgrant CIDRA is mandated to organize and ~mplernent IS tralning for local 
NGOs - both members and non-members Though the agreement is officially titled, "Strengthenmg 
and Consolidation of CIDRA," the project logframe (see Annex F) relates only to individual NGOs, 
with no specific objectives or indicators to address strengthening the consortium itself The project 
calls for NGOs to be strengthened in the areas of management, internal control/accounting, and 
technical capacity For example, specific objectives and indicators include a) greater efficiency and 
management capacity for NGOs, with 15 expected to be using strategic and operational planning 
techniques, and the logical framework, b) NGOs (15) using more efficient administratwe and 
accounting techniques, and c) incorporation by (15) NGOs of new sectoral knowledge that Improves 
the efficiency and impact of their projects 

The first IS courses carried out under the CIDRA subgrant included those given by the U S 
consultant who was in Ayacucho to conduct the Shakedown Evaluation These occurred in April 
1994, and covered use of the logframe, and finance and internal controls (That consultant also 
conducted these courses at ClPDER in Cajamarca) Since then, CIDRA has sponsored 27 
workshops, 1 1 discussion groups ("conversatonos"), 2 congresses, 9 semnars, and 1 correspondence 
course, dunng a total of 192 days, over 1,536 hours Some 834 persons have participated (607 men 
and 227 women) In the early stages, CIDRA contracted outside professionals, many from Lima 
universities, to speak at traning events Later, following PACT's first IS traning at Pachacamac 
(March-September 1993, in which CIDRA participated, the consortium began to call more on its 
own resources and member NGOs, with a few courses conducted by PACT According to those who 
had participated, as time went on the traning program gradually Improved 

CIDRA's md-term self-evaluation report of May 1996 concludes that, while the IS program was 
"having some good results," it needed to be adjusted in line with the priorities identified by 
participating NGOs Our analysis of thls document, coupled with on-site interviews, also found that, 
in essence, ClDRA was struggling to learn how to be a consortium While a myriad of strategic 
planning, project design/logframe, financial management and technical workshops have been held, 
as observed in above-mentioned report, there was "Inadequate coordination for the holding of 
courses, a lack of senousness on the part of some NGOs which faded to notify CIDRA as to who 
their representatives would be, and a need for greater responsibility by the NGOs in order to optlrmze 
the results of the traning program " 

Desplte these difficulties, partlclpatmg NGOs lnd~cated to the MSI team that the PACTICIDRA 
tranlng program had helped them greatly to better focus the~r efforts (logframe was alwavs 
mentioned), to achreve a greater degree of partlclpation and cornrmtment wlthln thelr organizations 
(most had done strategic planning, though the bulk of the plans we reviewed were of poor quality), 
.4 I- to betcer cmzge  t5ex finances As t f i ~  CD& p r L d x t  said, "PACT ~~cllnlng has been a 
mentll ~ e v c ~ ~  t ~ r l  l 1  4 day-lc-g t r y  + r  th2 YX.! nrn t- ~ b -  PCt L+:S cf ?Y C E X 4  Z Y ~ Z ~ ~ L P  (TADEPA), 
and discussions wlth community and municlpai leaders m those areas, confirmed TADEPA's 
assertions of improved focus and clmty of purpose PPAL, whch IS facilitated in thls region by a 
TADEPA staff member, was also considered to be a hghly positive and strategically-important 



~ n ~ t ~ a t l v e  T h ~ s  vlew was enthus~astlcally shared by a good number of the NGOs vis~ted, as well as 
by the Distr~ct Mayor and by the Provincial Mayor of Huanta (who, as an officlal of the National 
Mayors Association, was on hls way to slgn an agreement wlth ESAN under USAID's SSO 5) 

Of the eqht NGOs interviewed individually, all reported positive evolution as measured by the Life 
Cycle exercise, through which they were first asked to ldentlfy the stage the~r NGO is In now and 
then asked to explaln where it was In Aprd 1994 Nearly all felt they had moved from some polnt 
in the Mamtenance Phase (1994) to the Transition/Early Renovation Phase now One newer NGO 
reported that it had moved from the Heroic Phase Transit~on to the Maintenance Phase 6 

In terms of CIDRA itself, dunng our group interview wlth elght NGO leaders (consortium members 
as well as several non-members who had participated in the IS traning program), ~t was reported that 
the consortlum had moved from early Maintenance to the end of that Phase CIDRA officials 
explaned that a senes of nlne Internal workshops involving the directors of member NGOs had been 
held as part of the consortlums own strategic planning process (FODA analysis) For the first 
several workshops, CIDRA retalned two outslde consultants as facilitators, whlle subsequent 
sessions had been facilitated by a member NGO dlrector and by the CIDRA Coordinator herself 
The task is to formulate a five-year plan, wh~ch 1s to be finalized by September and used as the basls 
for project proposals to obtam funding for actwities once the PACT subgrant ends When asked 6' 
about the sustalnabllity of the consortium and of the IS training program CIDRA officials were 
aware of the need to become self-reliant, but had no real plan for achlevlng ~t Responses generally 
related in a vague way to the strengthening of the networks ("redes") that CIDRA has or plans to 
form (1 e , accountants, gender, and environment, an agroecology network has already been formed 
by others) 

When asked why the NGOs intermewed had joined or want to join the consortlum, both members 
and non-members s a d  a) it 1s important to have a place to exchange mformation and ~deas, b) 
because it strengthens member institutions and builds NGO capacity for negotiation with state and 
local government and donors, c) to achieve solidarity with civll society, and d) to improve field1 ti 
technical capablllties It was pointed out repeatedly that, because Ayacucho had been the focal point 
for terronsts dunng the penod of vlolence and was one of the most damaged areas, there is now an 
Important process of reconstruction and paclficatlon underway It was therefore felt that CIDRA 
represents a "strategic alhance" for helplng to support that tustonc process Many interviewees went 
on to say that it 1s now vitally important for CIDRA to expand ~ t s  current focus to areas such as C 
"citizenstup," the strengthening of clvil soclety and human nghts 

As an example of the importance of acting in concert, we were glven documents explaning the 
"Foro Compromso Por Los Nliios" (Children's Forum) to take place in Ayacucho on July 24-25 
Thls event is funded by UNICEF and co-sponsored by CIDRA and the Municlpallty of Huamanga 
Its purpose 1s to formulate a Provincial Plan of Achon for Chlldren The llst of speakers include the 
UNICEF Project Officer, a number of state and local government leaders, CIDRA officials and NGO 
affilia~ts 

The NGOs interwewed felt that difficulties wlth the IS tranmg program had been the large number 
and frequency of workshops, thelr long duration (usually 3-5 days), malung ~t d~fficult for NGO staff 
to attend, inappropriate scheduhng, too many outside speakers who were too technical and dldn't 



really understand the situation In Ayacucho and the l~rmted type of NGO partlclpmts (I e , emphas~s 
had been ,olven to ~nvolvmg NGO directors w~rh not enough partlclpation by fieldftechnical or 
administrati\e staff) When asked how they would change the PACT project, most lnterviewees 
called for retaning the traning focus (usually mentioning project design/logframe and M&E, with 
some mentioning strategic planning), but addlng new topics specifically gender analysis, the 
formation of networks and environment On that score, lt should be noted that NGOs in all areas 
visited (here as well as in Cajarnarca and Arequipa) put great emphasis on gender analysis as a 
critical Issue for successful development projects 

It is worth mentioning that two CIDRA affiliates (CEDAP and Vecinos Peru) who have loan 
programs and felt that credlt admnistration should not be a function of CIDRA, but rather that loan 
portfolios should be managed by a specialized agency, have jolntly created a separate NGO 
(Rasuhillca) for that purpose Rasuhillca was begun with US$380,000 in credit funds from Canada, 
and now has 10 employees, plus funding from various other sources Loans are for SIX months 
maximum wlth an 18% Interest rate (3% commission and 12% for admnistration and credit 
tralning) While other NGOs have been invlted to avail themselves of Rasuhillca's services, this 
Issue is under debate, with most other NGOs prefemng to admnister their own loan funds up to now 
- a decision that may well change over time 

Flnally, it should be noted that in June of this year, the CIDRA General Assembly (annual 
membership meeting) approved a project to create a "Traning for Development School" in 
Ayacucho In conjunction with the university there, m o n n g  its original proposal to PACT - which 
was rejected in favor of the present tralning program While this new proposal mentions 
strengthening human capacity wlthm NGOs, as presently framed, it 1s really a bid to create a post- 
graduate degree program in development studies at the university, and has little to do with IS Whle 
the CIDRA president spoke rather enthusiastically about this, the NGOs we interviewed did not 
attach any great importance to such an initiative by CIDRA The only exception was the Coordinator 
of the local CHIRAPAQ branch (a CIDRA affiliate), who is the wife of the Rector Ths  proposal 
has been presented to PACT, and CIDRA has apparently been told that a response will depend in 
part on the results of this md-term evaluation 

CIPDER (Cdjamarca) was formally established in 1993 As with CIDRA, it was stimulated by the 
expenence of six local NGOs that recelved funds from the Fondo Contravalor Peru-Canada in 1991- 
1992 In thls case it was to work together in the fight aganst the cholera epidemc then extant in the 
area And, agam, in 1993-1995, the same Canadian source funded 11 institutions (NGOs worlung 
In 200 casenos and elght distncts, plus one municipality) to carry out a Program for the Development 
of Cajamarca In 1993, two NGOs were added to the orig~nal six to help carry out that project, 
malung a total of elght members Slnce then, one has been dropped leaving current membership at 
seven NGOs 

CIPDER has also begun publication of a magazlne and a newsletter, and has a document center and 
L Lci i l cc  t l l u ~ r  me PACT subgrant, tnere is haf  salary for the full-time Executive Secretary (with 
the otPx h d f  p ~ d  by CIPDERj, 2 hdf-tlnle Pzdagoglcal Drrector, and a hdf-tune secreeary 
Additional staff include admnistrative assistants, external advisors, and a "Planificadora," who 
prepares proposals for the consorhum, as well as for NGOs The logframe for CIPDER is identical 
to that for CIDRA (see Annex D)  



The MSI team interviewed four member NGOs plus two NGOs listed as 'invited to most CIPDER 
workshops (1 e to reach the 15 NGOs targeted in the PACT project logframe, whlch is exactly like 
the CIDRA logical framework ClPDER selected eight ' invited NGOs which, added to the seven 
members meets the target) 

In a word CIPDER has travelled a rocky road slnce Apnl 1994 when the PACT subgrant was slgned 
- and nearly cancelled In June 1995 which triggered the search for a new Executive Secretary who 
took over In September 1995 Though the former incumbent had been included in the PACT 
Pachacamac training, he was 111-suited for the job and had to be replaced (he remains as half-time 
Pedagogical Director, pa~d  under the PACT agreement ) The current Executive Secretary appears 
to have stabilized the consortium After talung the position, he met w~th member NGOs, and in 
December 1995 convened a planning workshop By February 1996, a Work Plan was completed 
which coLers the remamder of the subgrant penod So, as vmous NGOs sad, the PACT project was 
virtually paralyzed from April 1994 to September 1995 

The CIPDER officials and member agencles we interviewed now percelve that the consortium has 
moved in its L~fe  Cycle from rmd-Maintenance to the early Renovation Phase, having successfully 
negotiated the critical juncture in between, with PACT's help One thorny issue now before the 
consortlurn is the question of membersh~p Whlle a number of NGOs have asked to join, the Board 
is waltlng to amend the organization's statutes at the annual General Assembly to be held in 
July/Au_eust (date had not yet been set) In addition to clarifying the status of "invited" NGOs, the 
major related issue on the agenda is the current initiation fee (patnmonio) (US$4,800) and monthly 
dues (USS5O) At present, the initiation fee (which can be pad over three years) entitles an NGO 
to be a lund of share-holder, among whom all funds are to be disbursed in the event of dissolut~on 
Most organizations that have requested membership make clear that they do not wish to participate 
in the consortium's patnmony, but only to become affiliates Accordmg to the Executive Secretary 
and others thls is a very sore point with current members, and promses to turn Into a real tug of war 
at the upcoming annual meetlng 

Here, too the logical framework was the first workshop undertaken (April 1994, dunng the 
Shakedown consultant's v~sit) Subsequently, CIPDER has sponsored some 30 traning events A 
review of the list of workshops reveals senous confusion in the early stage as to appropriate 
sequencmg For example, the first Strateg~c Planning Workshop was the eleventh topic addressed 
(November 1994), after such issues as Technified Irrigation Systems (October 1994 - of interest to 
only two or three NGOs), plus two courses on Rural Credit (August and October 1994), etc 

According to the March 1996 report of PACT's md-term project evaluation, "There was a long delay 
before the CIPDER Board understood the importance of the project," noting further that "NGO 
partlcipatlon in project activities has been too broadly-cast, involving too many people, which we 
believe makes it difficult to assimlate the work " Since then, under the new Executive Secretary, 
CIPDER may have gone to the other extreme That is, tramng courses are generally glven separately 
for three levels a) directors, 2) admlnlstrators, and 3) technical staff, a fact which several 
intervlewees mentioned as drawback to comprehensive IS and internal organizational team- 
building 



Among the tralning elements considered most helpful by the NGOs ~nterviewed were the logfrarne 
strategic plannmg workshops, and financial management as well as the cred~t workshops and field 
trip, whlch helped convlnce them to move from Fondos Rotatorioslm-klnd loans to Fondos de 
Credltolcash loans Several also mentioned ECFAM (discussed below) as partlcularly helpful for 
tracking project progress at the grassroots level Agam all-day trlps to rural areas wlth 
ASPADERUC and CEDEPAS and d~scussions w ~ t h  the heads of those organlzatlons val~dated the 
~mportance oi the IS training program 

As was the case w ~ t h  CIDRA In Ayacucho NGOs here that had experienced CIPDER tramng 
reported progress through the Organizat~onal Llfe Cycle Two felt they had moved from the Hero~c 
to the Maintenance Phase, whlle others saw themselves as have moved further along in the 
Maintenance Phase, or as having progressed from m~d-Maintenance into the transition to 
Renovation 

One 'invited' NGO that was partlcularly grateful for PACTICIDER tralning was Rondas 
Carnpesinas Femeninas, whlch we found to be quite an amanng grassroots agency, specializmg in 
credlt (through an agreement with the Banco Continental) and campesino justice In additlon to 
interviewing Rondas leaders we partlclpated in a ceremony at which loans were given to some 10-1 2 
cllents, a most impressive event with checks (US$1,000-US$1,500) and wrltten repayment 
schedules gwen to couples which ~t was explamed, is to avold any future excuses or confusion as 
to who got and spent the money Thls NGO has 265 borrowers, with 842 on the walting list, and a 
0% dehnquency rate' They were clear that PACT had made a great contribution through the - 
CIPDER IS project, hav~ng attended every tranlng course offered and usmg their new knowledge 
to the fullest 

CIPDER has its own, detailed Strategic Plan dated July 1995 T h ~ s  was developed through 
workshops involvmg member NGOs and facilitated by an outslde consultant who also wrote the 
final document The plan notes that ~t is necessary to emphasize coordlnat~on between CIPDER's 
technical team and those of member NGOs, asserting "it would seem that each one of the 
institutions has ~ t s  own technical team, and ~ t s  own strategy, totally apart from and often unrelated 
to the Consortium's strategy " The four strategic foci art~culated In the Plan are 

1 Promoting inter-lnstltutional collaboration ("concertaclon") for strateg~c plannlng 

11 Improving the technical capaclty of development institutions for the des~gn and 
operation of development actlvltles at the Departmental level 

111 Rasmg urban and rural public awareness about the challenge of development and the 
ideas and forces behlnd it 

IV Bulld~ng mechanisms for the acqulsltlon of resources and Investments 

In essence, accordrng :o the P1m a d  our conversa~ions wlth ?U'GC, ieaaers nn Cajamarca, CPDEW 
appears to see ~ t s  role clearly as a coordlnatmg, facilitating mechan~sm, rather than as a project 
implementer It, too, is eager to expand this role to help strengthen civd soclety and build local 
government capacity, and also to become Involved in the policy arena Under discussion, for 



example 1s the feasib~litv of CIPDER worlng w ~ t h  other organizations under the Framework Law 
tor Decentralization to educate citlzens in advance oi  the popular referendum promlsed by the 
Fuj~mori government tor the reorganization of the country s political regions 

As to other tuture moves, the Executive Secretary believes that CIPDER should charge for training 
courses reporting that there is a demand for them by both member and non-member NGOs He 
noted that currently the greatest demand is for both IS and technical tramng, as well as for the 
fac~lltat~on of local development p1;inning He IS also eager to see CIPDER maximlze its capacity 
to act as an mterlocutor between NGOs and the State, notlng as an example that the Consortium had 
proposed a successful candidate for appomtment to MIPRE's National Environmental Commlsslon 

Also of note IS that, unllke CIDRA, CIPDER decided to create ~ t s  own separate credlt arm 
(FONDER) of whlch the seven NGO affihates are members Durlng our mterwew with the 
FONDER Director, he explained that it was established with funds from the Fondo Contravalor 
Peru-Canada Currently, it  has three lines of credit a) Proleche for mllk producers (US$500- 
US$1,000 loans), Procreda for small farmers ($550-US$3,000), and Promujer for women's Income- 
generating activities (US$550-US$3,000) FONDER charges commerclai interest rates and IS 

seekmg additional resources to increase its loan capacity 

Accountants Networks inspired by the PACT Comptroller's work with CIDRA dunng the 
early stages of the NGO Support project, these networks now exist In elght cities The Comptroller 
sees them as helping to ensure sustanablllty after PACT leaves the project Therefore, the formation 
of Redes de Contadores IS promoted at SISCONG workshops The MSI team met wlth network 
members in both Ayacucho and Cajamarca, where the same sentiments were expressed - i e , that 
traditionally accountants and admnistrators were left out of the loop by NGO directors and technical 
staff, even out of the budgeting process They all shared PACT'S view concerning the Importance 
of Integrating programming and financial management functions Cajamarca network members 
explaned that, up to 1996, they were not lncluded m strategic plannlng exercises and that now, llttle 
by little they are becormng part of the NGO planning process Network members meet regularly 
to exchange information, to consult one another on relevant issues, and to discuss such matters as 
labor law, tax regulations, and so forth Each network has chosen a president and other officers who 
are responsible for convening meetings With PACT project support, the two networks we 
~nterviewed, plus one other, publish newsletters whlch are dissermnated through PACT to the NGO 
comrnunl ty 

The Ayacucho network has registered with the government as an official "Clvll Assoc~ation" (the 
same category glven to other NGOs) It was explained that thls was done so that they could 
approach tax and other authorities In the name of an organization, rather than as mdlviduals, thus 
better ensuring attention to their inquiries Moreover, that group IS in process of malung a 
diagnosis ' of mcome-producing possiblllties, mcluding p a d  consultancies for those members who 

wlsh to contract out, and has a number of other entrepreneunal ideas The Cajarnarca group has 
lnitlated the registration process, and it is assumed that the remaining six networks are doing 
likewise This caused us to inqulre about the relatlonshlp of these new entities to their employer 
NGOs, and whether this mlght lead to conflicts of Interests However, network members had not 
glven thls any thought Nelther had consortia officials thought about any inter-organlzatlonal 
repercussions t h s  mght have in future The PACT Comptroller explaned that her Idea is for these 



newly-reg~stered organizations to be incorporated into the national accountants' organization 
(Coleglo de Contadores) to give legitimacy to NGO accounting, and for universities to Include this 
subject in their curricula 

In Apr~l 1997 the first nat~onal meeting (conversatorio) of all network members took place in 
Huancayo The second is belng planned for Cajamarca in November of t h~s  year, with log~stical 
arrangements handled by that group PACT has agan agreed to support this event, and has prormsed 
to recruit speakers, ~ncluding the chief auditor from Price Waterhouse In Lima, the firm contracted 
by PACT to audit subgrants 

Dunng our discussions, the accountants confirmed what we had observed dunng our interviews wlth 
NGO leaders - Peruvlan NGOs have not yet become farmliar with the concept of overhead- 
dlrect/lndirect costs, nor do they manage their organizations with any reference to overhead costs 
The NGOs know what percentage they are given for admnistratlve costs by individual funders, but 
can only estimate Indirect costs for the organization as a whole (most guessed from 1535%) 
However, some NGOs have begun to generate income through consulting, rentmg out trucks for 
FONCODES construction projects etc , while one or two had established sources of income (1 e 
ASPADERUC owns and operates a gravel pit which employs about five workers and produces some 
level of income) One of the accountants in Cajamarca said he had begun to think about the need 
for NGOs to generate their own income in order to consolidate their organizational base 

IS vs OD During our discussions wlth NGOs in the various places visited, a number of 
rnterviewees called for assistance wlth, as one called it, "la parte organrzatzva " They also stressed 
the importance of organlzational as well as geographic "consolidation" In the next phase of the 
training program It was reported by NGOs In Ayacucho and Cajamarca (where IS courses have 
gone on longest) that attendance at basic IS training IS on the decline Most NGOs reported that 
people were tired" of workshops and wanted NGO-spec~fic, In-house assistance 

On exploring the overall structure and solidlty of these NGOs, the MSI team asked about the number 
of members In the organization, the composition of the board (Consejo Directive), staff slze and 
organ~zation the decision-making process, etc We learned that these issues (whlch have been 
shown to be cntical aspects of organlzational development) had not been addressed in any depth, ~f 
at all, by the project That is, neither consortia-sponsored nor PACT'S own training program have 
tnggered discuss~on of such subjects To date efforts seem to have dealt almost exclusively with 
issues Internal to the NGOs (1 e , strategic planning, project design, M&E, and financ~al 
management which are also highly important), without addressing the solidity of the organization 
Itself or the shape of the overarchmg ~nstitutional framework We find this to be a serlous 
shortcomng in terms of the longer-term sustanability of these organizations 

The NGOs rntewiewed reported on average from five to 12 members, with Boards compnsed of 
three to five persons, most of whom were also on the payroll as executive directors or technical staff 
Only a few NSOs, sd - i  as ASPAXXUC and Rondas Campesinas, were clear that board members 

rr n m ad-honcwx L o~unteers, and L, LLO* to bc: confubLu v v  pad S C A ~  V L ~  ~ I S C ~ S S ~ ~ S  dso reveded 
little understanding of the concept of membership in its vmous forms (1 e , general membership, 
advisory boards, special comt t ee s ,  and so forth) as a potential tool for generating support for the 
rmsslon or purpose berng pursued or for rasing funds Moreover, the notion of recruiting and 
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cultivating outstanding ~ndlvlduals from various key sectors to serve on boards of directors as a 
means of bnngng vislblllty and prestlge to the cause and to facilitate contacts was also forelen to 
the vast majority of those contacted Some NGOs, such as PAIDE 2nd CEDAP did speak oi thelr 
desire to expand general or board membership, mentioning plans for amending their constitutions 

at future annual assemblies 

In summary, the MSI team found that, while IS traning to date has undoubtedly been of great benefit 
to participating NGOs to help ensure the sustainability of their activities over time, attention to 
organizatlonal development (OD) issues is needed In addltion to membership board and staff 
development OD subjects of importance also include areas such as organizatlonal autonomy, 
external visibility, internal communications, and resource development, as well as techniques related 
to group process, tearn-buildmg, conflict management, and so forth Ideally, NGOs would be tramed 
in recogmzlng the vanous stages of their own development understanding the steps they need to take 
to strengthen the organization, and how to measure progress on a penodic basis A self-adrmnistered 
tool, such as the Institutional Development Framework pioneered and tested by MSI In various parts 
of the world (see Annex G) could help these organizations set critena for each stage of growth, from 
"Start-up" to "Development," and on to "Expansion/Consol~dation, ' and finally Sustainability 
(NGOs we have worked with use this tool about every six months to track progress during regular 
board-staff sessions, and keep the latest reading posted in the office as a ready reference ) d 

3 DEVELOPMENT SUBGRANTS 

Findings 

A Prolect Design 

The 14 agnculture, health and creditlm~cro-enterprise subgrants implemented under the NGO 
Support Project resulted from the process descnbed bnefly in the Background section of this paper 
In October 1993, the PMU sent letters to NGOs worlung in target regions, spelling out the types of tl 

projects in which PACT was interested and the parameters for submitting proposals Some 800 
proposals were received, these were screened by PACT, whch forwarded a list of the 104 best to 
USAID The Mission chose 14 proposals whlch it believed rnented support PACT then proceeded 
to negotiate subgrants with those NGOs, and agreements were slgned in April and May of 1994 

e 
The dispatch of letters soliciting proposals 11 months after PACT had set up operations in Lima is 
now umversally seen as a rmstake Although the Shakedown Evaluation of May 1994 indicated that 
PACT "set up good selection cnteria, evaluation mechanisms, concept paper mechanisms and 
procedures for USAID approval," it also strongly emphasized that the subgrant proposals were 
invited by PACT whlle operating without a strategic or consolidated operational plan The (% 

Shakedown Evaluation report did not clearly indicate, however, that the quality and specific~ty of 
the strategy included In the original Project Paper had apparently been overlooked In their rush to 
get the subgrant process underway 

The Project Paper was clear that "development subgrants" should go to some 14 U S PVOs or 6 

Peruvian NGOs to provide financial resources to increase the Impact of their already-ongoing 
development work in the project's key sectors Such subgrants were to be given based on the 



assumption that applicant NGOs already possessed more than a minrmal level of organ~zat~onal 
capacity to manage project Inputs It also noted that although there likely would be some aspects 
oi management and technlcal expertise that these NGOs could Improve, those shortcomrngs would 
be of the type that could be addressed durlng project implementation The Project Paper was also 
clear rn pointlng out that development subgrants were to be fewer In number ( 14) than institut~onal 
development ' subgrants (18) (Although now a moot polnt we noted that even today PACT st111 does 
not d~stingu~sh among subgrants by categonzrng the majority [I41 as "development subgrants," rn 
order to clearly dlstmguish them from the two ' inst~tut~onal development subgrants ") 

The haste with wh~ch  PACT awarded the 14 subgrants dur~ng ~ t s  second year of operation, 
combmed w ~ t h  the pauc~ty of suitably qualified cand~date NGOs In the the poor areas of the S~erra, 
mevitably led to poor performance by some subgrantees In any case, up to the tlme of t h ~ s  
evaluat~on those subgrants have cont~nued to shape and to some extent curtarl PACT's overall 
institutional strengthenmg efforts To a large degree, these development subgrants also drctated the 
composition of the project staff and contlnue to absorb cons~derable staff trme The PMU D~rector 
estrmates that at present, remanlng subgrants requlre 2 114 person years of staff time Overall, these 
activities appear to have diverted PACT s attention from implementatron of the revised orlentation 
it defined after the Shakedown Evaluation 

In PACT's FY 95 "Annual Technical Progress Report," it was noted that a key aspect of the project's 
new strategy was changed from one " where subgrants were glven first and then followed by 
technlcal assrstance and training to a strategy of tralning first and then selection of the best NGOs, 
based on the quality of thelr strategy and mssion statements, field vis~ts and the~r  project profiles " 

At the tlme of t h ~ s  evaluation, 10 of the 14 development subgrants remarn actrve Of those "off the 
books," two were terrmnated early because of ~mplementat~on or accountab~l~ty problems (IER-JMA 
and Promovrendo), and two (CRS and Coincide) had already been completed as scheduled 

The MSI team ~nterviewed staff at erght of the NGOs that had rece~ved development subgrants, and 
made on-slte trlps to rural areas In Ayacucho and Cajamarca to get a first-hand look at subgrant 
actlvitles 

Our interviews with subgrantee NGOs revealed that dunng the selection process PACT dld not take, 
or Indeed have, much tlme to accurately assess their capablllties Intermews w ~ t h  several leaders of 
NGOs that had not been successful In the proposal competition observed that some NGOs that had 
rece~ved subgrants were barely function~ng at the time of the~r  award 

Several NGOs also indicated that PACT had reduced the~r proposals to a logical framework attached 
to the bo~lerplate of the final project Agreement, and that those logframes generally called for 
Integrated projects wh~ch included activities in all three target sectors (agriculture, health and rmcro- 
enterpnse), whether or not they were Included in the NGO's ongrnal proposal Two NGOs reported 
tk i t  they had no prevlous expencncc hiLh health actlkltleb, bui that tnls was nonetheless aaded by 
PACT to the 4greernent Or:: ??GO (Veclcos PzrU) dis;o~ersd oiilj on the daj ihe Agreement was 
to be signed that credit had been Included in its project, it  refused to slgn untll that component was 
removed (Wh~le Vecmos dld attend the ceremony pres~ded over by the USAID Dlrector who had 
travelled to Ayacucho for that purpose, ~t signed only a blank sheet of paper ) 



s 
Although all subgrants rev~ewed mvolved heavy doses of communltv organmng, the MSI team 
noted that only one of these logframes (TADEPA) mcluded spec~fic objectives and md~cators related 
to inst~tutlonal strengthenmg at the community level In general, however the logframes revlewed 
appeared complete in terms of expectatlons, and mcluded reasonable input-output schemes and 
adequate ind~cators 

As m~ght be expected of NGOs working In areas where rel~ef and rehabliltation rather than 
development programrmng, had been the order of the day for most prlor actlvlties (and now found 
themselves Involved for the first tlme with an agency with the procedural demands of USAID), early 
subgrant implementat~on was often troubled The record shows that more than the normal share of 
d~f f~cu l t~es  was experienced in the first year of implementat~on by five of the e~ght NGOs we 
mterwewed CEAA-INTI, for example, reported trouble in finding a team w~lllng to work regularly 
In the distant rural area ~t had chosen because of threats to personal safety, CEDEPAS and CEDAS 
reported they had been plagued by heavy staff turnover, Vecmos and CEDEPAS reported meetmg 
w~ th  community resistance In the new areas included in the~r projects TADEPA and CEDEPAS, 
among others, reported adverse effects on thelr projects caused by continued draught cond~tions or 
unfavorable market prlce fluctuations Many NGOs reported problems in overcomng entrenched 
village habits and beliefs related to the shlft from revolving loan funds to more formal cash credlt 
systems, or problems with the establ~shment of admnlstrative arrangements and regulations for their 
cred~t programs TADEPA , CEAA-INTI and Vecinos all descnbed difficulties in starting up health 
actlvitles, an area In which they had never worked extensively 

PACT records, includmg field trip reports, correspondence, and particularly md-term project 
evaluations, adequately document the early challenges and issues faced as NGOs as they began 
subgrant implementat~on (Regular reporting to USAID, however, d ~ d  not prov~de analyses of these 
problems - a subject we shall turn to m a later sectlon ) In some cases, NGOs identified as weak or 
non-complamt were put "on hold" by PACT when programmatic or adrmnistratlve problems became 
obv~ous One of these (IER-JMA) had ~ t s  subgrant temnated CEDEPAS, CAPRODA, and 
Promovlendo were also challenged by PACT, but eventually resumed activities after malung 
program adjustments, changing personnel, or altermg financial oversight arrangements 

Generally, the e~ght  NGOs mterwewed by the MSI team appeared to have moved through the 
d~fficult tlmes, and to have rlsen to relatively decent levels of achievement (except for IER-JMA 
as stated above, and Promovlendo whose program was eventually halted by PACT after the 
expenditure of 91% of its funds, a portion of which PACT is in the process of trying to recoup) A 
good example is CAPRODA, whch overcame its problems with credit admnistratlon by f o m n g  
a new NGO (FONDECAP) for that purpose FONDECAP is now also servmg the cred~t 
admnistration needs of NGOs m Puno and of CEDEP in Cusco A number of other projects appear 
to have emerged in t h s  the final year of then subgrants with programs that seemed to the evaluation 
team to be part~cularly strong (CEDEPAS and ASPARERUC) or of substantial quality (TADEPA 
CEDAS) In those projects, the servlces rendered, technology and methodologies demonstrated, 
numbers reached, and indicators of increased productlvlty, income and reduced morbidity, represent 
a considerable accompl~shment, despite their uneven early performance 



The team also found evidence that PACT'S technical assistance or its support for activities that 
linked NGOs dealing wlth specific technical or sectoral issues had produced a significant effect 
Subgrantees especially those workmg with or as members of PACT-supported consortia were 
observed to be sharing ideas and experience, and gaming valuable insights from one another 
concerning possible programming improvements Although often carried out on an ad-hoc basis 
a number of the special technical presentations arranged or supported by PACT seemed to have 
contributed positively to NGO thinlung on a number of issues 

Also noted was that, while the subgrants focused on delivering development services, as 
implemented they also served to enhance NGO institutional capacities In thls regard, a good 
number of NGOs reported that their subgrant experience had made it  possible for them to operate 
with a greater sense of security when handling accounting and record keepmg, reporting, financial 
decis~on-mdung and the use of statistics in decision-making 

Comrnunity-level baseline data on the subgrant projects were collected by 10 of the 14 NGOs, using 
a computerized program called ECFAM (Economia Familiar), written specifically for the entry of 
key data and the generation of reports The lnformation entered covers data on agricultural practices 
household production and health, plus a range of other areas ECFAM was Installed at each 
subgrantee NGO, and personnel were traned in its use NGOs themselves arranged to collect the 
data durlng detailed, sometimes several-hour interviews with famllies receiving their servlces 

The system cost PACT approximately $57,000 to produce and lnstall, the 10 NGOs using lt spent 
on average $2 500 (of PACT subgrant funds) for the field-level collection of data, resulting in a per- 
NGO cost of $8,200 

Over 1,500 detailed, lndivrdual profiles are now avadable in the ECFAM data bank at PACT 
Meanwhile, individual NGOs mantan  data on their projects at their own offices The program was 
designed to be updated regularly by NGOs as they operated In the field, something several NGOs 
told us they had not succeed in doing A new version of the software has been developed to Improve 
the system 

Reactions concerning ECFAM among the NGOs interviewed varied wldely Some, like 
ASPADERUC whch had collected data on 360 famlies, reported that ECFAM had been very useful 
in their own prograrnrmng as a measure to gauge progress and Incremental changes in the 
comrnunlty Others, such as TADEPA, agreed that the system had ment, but indicated they thought 
~t too complicated and elaborate, and was impractical for use in small projects 

After another intensive round of data collection, the second application of the ECFAM program will 
take p l x e  thls year in order to measure changes from baseline cond~tlons regarding practices, 
productivity and health in subgrant target cornmunltles 

The brev~ty of ths evaluation d ~ d  not allow for the team to tally and analyze data on the number of 
pe-sons beqefited by the subgrantee PTCJC)s u vhrch 1 e r;e FIG "e ,e;, h e  %ere left wrth the 
impression that the wldely-vaned activities undertaken through these projects did eventually begin 
to have positive effects on the lives of thousands of beneficiaries, both individually and at the 
community level 



Speclfic rnformation on these actlvitles IS avallable in NGO reporting m~d-term and final project 
evaluat~ons Add~t~onal  Impact data will be avallable once the second round of ECFAM 1s 
completed A full cost-benefit analys~s could be done, ~f it is st111 felt necessary, after the subgrants 
are closed out in September It 1s our bel~ef that, ~f this were done, it would show the 'development a 
subgrant portion of PACT's program to be qulte costly on a per-beneficiary basis both in terms of 
the overall cost of all subgrants taken together as well as for most of the individual subgrants 
Reasons for the high cost of the across-the-board collective analym relate to the number of grants 
that fell out of the program or s~mply contmued to be low performers Meanwhile, mdividual 
subgrant cost-benefit levels would be adversely affected in a number of cases by the early problems & 

encountered by NGOs as they sought to pioneer the establishment of development projects in the 
challengmg environment of the poorer d~stncts of Peru However, it is likely that, were these same 
projects to be repeated in the same areas at thls time, cost-benefit ind~ces would be more favorable, 
and acheved with a higher degree of effic~ency 

4 PROJECT COST 

As noted earher, project expend~tures as of Apnl 1997 total $6,782,221, agamst an obl~gated budget e 
of $8,415,792 

Analysis of overall PACT expend~tures from day one of the CA does not eas~ly allow for the 
tabulat~on of costs, for example, as related to the operation of subgrants versus costs incurred 
exclusively for inst~tut~onal strengthening services Such a full accounting would require an abihty d 
to identify and attr~bute costs to one program or another in ways not tracked in PACT's early 
accounting records However, an analysis of budget totals for FY 93 through FY 96, and includmg 
FY 97 numbers through April, does show that PACT has tended to turn to a more thoroughgoing 
institutional strengthening posture As shown below, the percentage of project expend~tures directly 
attnbutable to inst~tutional strengthening (whlch is a separate h e  item in the budget), as compared 
w ~ t h  total expenses mnus  overhead has stead~ly increased 

FY - % of total budget attr~butable to IS 

FY 93 0% of $ 463,676 
FY 94 1 5% of $ 880,898 
FY 95 9 3% of $1,838,292 
FY 96 20 0% of $1,759,327 
FY 97 (Apnl) 32 0% of $ 872,851 

@ 
By makmg a few logical line-item shlfts to more accurately reflect reality (for example, adding In 
half of staff salanes as well as consultant fees for workshops), the percentage in FY 96 increases to 
30% Doing the same for FY 97 rases the percentage dedicated to mstltut~ord strengthen~ng dunng 
that year to 45% 



Changes In PACT'S allocat~on of funds over time are further confirmed in the following table which 
hhows percentages of all expenses bv categorv as well as the percent spent In those same categories 

in FY 97 

Category 

Subgrants 
Sdlanes Peru 
Overhead 
IS 
ODCs 
Allowances 
Travel and per d ~ e m  
Home office salaries 
Consultants 

% of all expenses 

As the PACT project moved Into 1995 and began to Implement dlscrete actlvitles related dlrectly to 
trrunmg, project accountants began to track expenditures uslng cost center codes and more deta~led 
line items Using these figures and PACT statistics on NGOs and partlclpants in var~ous activities, 
the MSI team calculated the costs per NGO and per participant for some of the project's major 
activities 

Basic Tralnlng Program 

The first courses in the Baslc Training Program were glven by Atinchik, a local firm contracted by 
PACT As d~scussed above, five courses were given in 1995 to 96 NGOs and 144 participants at a 
cost of $123 788 

Cost per NGO 
Per partic~pant 

After terrmnatlon of Atmchlk's contract, in June 1996 a Traning Coordinator was added to the staff, 
and the PACT PMU itself began conducting IS traning In 1996- 1997, PACT carned out two Bas~c 
Tranmg workshops In each of four sites, for a total of ten days in each site This consisted of two 
workshops covenng Modules 1-4 of the Bas~c  Traning Program Some 87 NGOs and 148 persons 
attended The four workshops cost $84,839, mcluding travel, per diem, materials and other 
expenses, but not includ~ng PACT staff salar~es 

Cost per NGO 
Per participant 

Module 5 covering F~nanclal Management and Xnternal Control, was adaed to the basic course in 
March 1997 Tbcse third uorbshops . 2-e rm s c p a m d y  and tuvL '&ell place In three of the four 
traning sltes A total of 66 NGOs and 114 persons have attended, wlth a total cost of $20,764 



Cost per NGO 
Per partlclpant 

SISCONG Training 

NGOs In1 olved in basic tralning and other NGOs interested in new accounting techniques have 
been Invited to register for workshops deallng with PACT's SISCONG accounting system Twelve 
such worhshops were held between August 1995 and January 1997 The ilrst tho were two-day 
sessions the next elght lasted from 3 to 3 114 days, and the last two for 4 1/2 days A total of 164 
NGOs and 355 people attended The cost of these workshops was $44 699 

Cost per NGO 
Per participant 

PACT has also offered a serles of special workshops deslgned to reinforce and provide technical 
assistance to NGOs worhng w~th  the SISCONG system SIX such follow-up workshops have been 
held These two- to four-day sesslons were attended by 57 NGOs and 1 18 people and had a total 
cost of S 16,188 

Cost per NGO 
Per partlclpant 

PPAL Tralning 

As discussed above, PPAL tranlng lncludes three workshops, and is deslgned to strengthen the role 
of NGOs as facilitators of local development by invoiving local cornrnunltles, the prlvate and local 
government sectors and donors in a collaborative planning process PPAL has been offered in nlne 
Departments of Peru, lnvolvlng some 19 workshops that lasted for between 3 and 4 days About 4 1 
NGOs are shown In PACT's data base as having recelved PPAL trainlng at a total cost to date of 
$170,000 

Cost per NGO 

Technical Training 

PACT held "technical events" m recent years, covenng topics such as apcultural tranmg (8 NGOs), 
financial mathematics of credlt programs (12 NGOs), marketing (19 NGOs), and credit management 
(54 NGOs) The total cost was $47,000, includmg consultant fees and honorana, travel, per diem 
and rnatenals 

Cost per NGO $ 505 

In summary, PACT reports that a total of 43 1 NGOs have partic~pated in some way In project events 
Gwen expenditures to date, thts represents a per-NGO cost of some $15,736 Slnce most of these 
NGOs first received project services after the May 1994 Shakedown Evaluation (I e , beginning In 



1995) a farer way to look at per-NGO cost would be to deduct subgrant expenditures from the total 
spent since then This calculation puts the per-NGO cost at $6 828 

5 MOVITORING AND EVALUATION 

PACT developed an effective process for trackmg subgrant activities In conversations with staff 
~t was clear that the PMU was also in command of project implementation detalls The files we 
examined showed abundant examples of trip reports whlch recorded "findlngs" for each tnp, and 
catalogued any corrective actlons to be taken Correspondence indicating follow-up actions is also 
in project files Mid-term and final subgrant evaluations proved to be informative and well 
presented The ex~stence of baseline data for 10 of the 14 development subgrants appeared to the 
team to ensure that final evaluations of those subgrants wlll allow for reportlng in some depth on 
changes In beneficiary status over the LOP 

PACT has also made itself the repository of considerable information and data concerning NGOs 
Those participatlng In the original subgrant application process as well as those participatlng In 
tramng programs, routinely were asked to respond to detailed questions about speakers, location, 
objectives, type of projects, relations with donors, and so forth Part of such information was used 
to produce the first edition of the National Directory of NGOs As d~scussed earlier, information In 
that publication resulted from records kept by both PACT and SECT1 

Information in PMU files is systematically mantamed for use m reportlng to USAID Thls Include 
financial reports from subgrantees, and also lists of NGOs trained, along with their geographic 
location However, it should be noted that as a result of the M~ssion's reengineering process which 
began in 1996 (as discussed in Chapter I), both the Mission's Intermediate Result and the 
accompanymg indicators evolved over time, with the final version not adopted until the first part of 
1997 As mght be expected, the evaluation team found a consequent disconnect between the terms 
of PACT's development and IS subgrants to NGOs (awarded In 1994 and near completion) and the 
first three of the Missions current IR indicators Moreover, as outlined in the 1997 Work Plan, 
PACT's own actlvities have not yet been fully adapted to those new indicators 

In terms of the Mission's first SO #2/IR ~ndicator (reduction in NGO admnlstrative costs at either 
10%- 15 % or over 15%), the definition section of PACT's Results Framework states under 
"Efficlency of Direct Costs" that thls "measures the evolution of the relatlon between direct expenses 
and income recelved dmng the year " The OVI listed is "an increase from X% to Y% in the average 
percentage of direct expenses/income recelved to be executed during the year by the end of the 
project The values will be determned when there IS a baselme for thls indicator " The same "X% 
to Y%" measures are repeated for "Efficlency of Ind~rect Costs" and for "Efficiency of Management 
of Financial Resources ' 

T,' +k. aethcdclogy sectlon of the Waik Plan, PACT ex~ ;hns  tnz: baszlrnz data do not yet enst  fm 
measuring progress in accordance with USAID'S new indicators Spec~fically, with regard to NGO 
"Effectlveness," the Plan notes the absence of baseline data, and for "Efficiency" ~t is stated that 
baseline data had not been collected for the first two indicators, a Technical Sheet (J) was to be 



des~gned and used In future The definlt~on of ' Accounting System contamed In the Work Plan 
states that such systems ' should permit reliable and transparent institutional fiscal management in 
which are dist~ngu~shed d~rect and ind~rect expenses by source and by project " It is then noted that 
"The use of SISCONG or sirmlar software p e m t s  t h ~ s  type of management " The descnptlon of the 
Admmstrative Accounting Training Act~vity (#3300) In the body of the Plan makes no speclfic 
mentlon of d~recthndirect cost issues, though it  does state that SISCONG accounting software is 
'subject constantly to innovations In order to respond to the suggestions and needs of the NGOs 
In discussing the s~gn~ficance of this ind~cator, USAJD otfic~als explained that, over and above the 
M ~ s s ~ o n  s approach to measuring progress, it 1s Important for NGOs to understand that a decrease 
In the proportion of funds spent for ~ndirect costs (I e , reduced overhead rates) contr~butes to the~r 
own lnst~tutional strengthening and sustanabdlty Therefore, USAID sees thls as a cruc~al concept 
about which NGOs need to be educated 

As explaned earller, we found that virtually none of the NGOs interviewed were familiar w ~ t h  the 
concept of overhead or direct/ind~rect costs, and were thus Incapable of prov~ding such information 
at the tlme of t h ~ s  evaluat~on Moreover, the PMU reported that whlle ~t had sent out requests In an 
attempt to gather such informat~on the NGOs had been largely unresponsive In addit~on to the fact 
that current NGO accountmg practices do not usually provlde for production of d~recthndirect cost 
data at the organlzatlonal level (I e , as opposed to the individual grant level), requests for t h ~ s  type 
of ~nformatlon were viewed by some of the NGOs we Interwewed as inappropriate Interventions Into 
the NGO's internal affairs That IS, while grantees understood the need to subm~t full financial 
reports on the use of grant funds to the respective donor, some NGOs felt that this does not ent~tle 
the donor to reports on the organization's entire operation On the other hand, NGOs were will~ng 
and able to share information on the amount or proportion of the organization's "own funds1' - 1 e , 
income earned for non-grant-related services, such as consulting/technical assistance by NGO 
personnel, rental of equipment, and so forth In fact, a good number of the NGOs interwewed 
pointed to the need to Increase their "own" income in order to better ensure the organizations 
sustainabllity over time This need was also ment~oned by varlous NGO accountants dunng our 
interviews with those Networks in Ayacucho and Cajamarca 

Audlts arranged for by PACT were recently completed on most PACT subgrant activities They 
were done on a two-phased basis Auditors were asked to complete basic audits and then return to 
vlsit each grantee to assure that the corrective actlons recommended had been understood and 
properly acted upon During our interview, the aud~tors stated that PACT trainlng had indeed had 
a very posltlve effect, and that the accountlng capacity of subgrantees had been strengthened They 
also confirmed the lack of understanding by NGOs of the concept of overhead expenses at the 
organizat~onal level 

Wlth regard to USAID's indicators related to the Improved targeting of d~stricts classified as ' hlgh 
prionty poor" (Ind~cators  2 and 3), PACT mantams a spreadsheet contanmg data used for 
targetlng NGOs operatmg In h~gh-priority, poor areas of Peru Nevertheless, as described earller, 
none of the exlstlng subgrants include indicators related to Improved targetlng The definlt~on of 
"Geographic Coverage" contamed in the 1997 PACT Work Plan IS "the mtervention of the NGOs 
In new geographc areas (communities andor districts) belongmg to districts in conditions of cntical 
poverty " PACT'S report of January 1997 t~tled, The Evolutzon of the Geographrc Focus, PVO 
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spedcs to t h s  issue for wh~ch NGO data are prov~ded on two mdicators Chron~c Malnumtlon, and 
Bas~c Needs The 1997 Work Plan lists various data collection methods includmg NGO re, uistratlon 
forms, evaluat~ons, trip reports and the new Technical Sheet (J) to be designed 

PACT'$ principal system for measurement of changes in the ~nst~tutlonal status of NGOs 
part~clpat~ng in ~ t s  program conslsts of a detaled four-part questlonnalre called "Indicators of NGO 
Institutional Strength " The questlonnalre IS filled out by PACT staff or hired consultants dunrig 
vlsits to NGO offices It contalns a sectlon for collecting bas~c mformation, and four add~t~onal 
sectlons covenng mstltut~onal ~dent~ty, organizat~onal capacity, external relations and orgamzational 
resources Overall, 58 questions are Included, each of which can be answered by checlung one of 
five boxes marked 1) Don't have, 2) Barely adequate, 3) Adequate, 4) Very adequate, or 5 )  Not 
needed Quest~onnaires, wh~ch  provided the baselme mformation subsequently recorded, were 
adrmnistered from 1994 through 1996 168 NGOs were covered Responses have been entered into 
a FOXPRO database 

The evaluation team asked for and was provided copies of questlonnalres and the baselme "$cores" 
of the NGOs ~t was to vislt in the field The field instrument we had designed covered much the 
same ground as the PACT questlonnalre As the interview process went forward, we routinely 
rewewed information included in the completed questlonnalres along w ~ t h  PACT'S computer- 
generated numeric ratings We found these baseline analyses to be of relat~vely little use In 
establishing the exact institutional status of NGOs at the time the questlonnalres were filled out, or 
of changes since then to the present At best the instrument gave only a glimpse Into earlier 
cond~t~ons, manly whether or not certan documents or processes had been In use by the NGO at the 
time the questlonnare was first administered 

PACT is aware of the flaws in the baselme data collected Therefore, a new instrument has now 
been designed and field tested The new forms are more sophisticated and collect more deta~led 
mformation than was the case earlier They also attempt to assure that the basls for judgements made 
by those admnlstering the instrument is made a matter of record, by requiring that written 
observations be included on the form The MSI team found the new questionnaire format to be 
significantly better than that used in the initla1 data collection process Information collected in the 
second round (June-August 1997) will allow PACT to analyze future changes in NGO institutional 
condmons as a result of its programs w ~ t h  a greater degree of specificity However, relating the new 
data to that collected in the earher round, and to the numenc ratlngs established for each agency, will 
be difficult As stated, for the most part, the MSI team found the first round of information to be of 
llttle use 



CHAPTER I11 PROJECT ORGANIZATION & ADMINISTRATION 

1 PROJECT MANAGEMENT UNIT (PMU) 

A Structure, Management, and Image 

Following the May 1994 Shakedown Evaluat~on, PACT'S Project Management Unit (PMU) 
underwent significant change designed to place greater emphas~s on the inst~tutional strengthening 
facet of the project, whde elimnat~ng Food For Development tasks and anrlcipating the termlnatlon 
of project subgrants in Apnl 1997 Changes Included replacement of the project Director, with the 
current Incumbent talung the reigns in October 1994, ellrmnat~on of the posltlon of Deputy Director 
for Projects in January 1997, elimnation of the Deputy Director for M&E slot, with the incumbent 
re-&signed as Inst~tutional Strengthening Coordinator - a positlon also elimnated in early 1997, and 
the add~tion of a Trainmg Coordlnator In June 1996 Other key staff positions and incumbents 
remaned including the Comptroller, Agriculture & Partlc~patory Planning and Credit Coordmators 
and support staff (recently increased with the addit~on of a secretary for the Comptroller) 

The Director explaned that on amval he found a staff badly d~vided into two fact~ons The negative 
environment w~thin the PMU motivated hlm to seek the help of an industrial psycholog~st to improve 
interpersonal relations and engage all staff in strengthening project operations 

As it now stands, all PMU professionals report dlrectly to the project Director Th~s  includes the 
three Coordlnators, as well as the Comptroller, with a11 mvolved in tramng activities That IS, the 
Comptroller handles module 5 of the Basic Training Program, as well as separate SISCONG 
workshops, the Agriculture & Part~c~patory Planning Coordmator is in charge of PPAL, wh~ch 
includes three trarning events, the Cred~t Coordlnator des~gns and conducts technical training, and 
does occasional presentatlons dur~ng Bas~c Tralning workshops, and the Training Coordmator 
handles only modules 1-4 of the Bas~c Tranmg Program In add~tion, each has herlh~s own team 
of consultants, w~ th  no formal communlcatlon among them In short, the staff is organized 
vertically, wlth all profess~onals reporting to the Director and no formal mechan~sms for horizontal 
relations or tearnlng arrangements 

Dunng ths  evaluat~on, the MSI team mtervlewed the five profess~onal staff members, unfortunately, 
time llmts did not perrmt us to meet with support personnel It was explamed that the PMU meets 
weekly (usually on Monday) to share inforrnat~on, and quarterly to synchron~ze schedules and 
prepare work plans The D~rector reports that the overall management strategy is to bnng the whole 
team together to analyze issues and make decwons, to divide labor and assign tasks, to assume these 
respons~b~litles and complete requisite actlvitles and to review progress at the next meettng These 
weekly/quarterly meetlngs appear to be the man instances of regular, project-wide coordmat~on 
That is there are no regularly-scheduled separate sessions, for example, to deal w~ th  tralning plars, 
workshop design or methodolog~es 

All concerned reported that the PMU remans badly divided, with two maln factlons whlch revolve 
around the Comptroller on one side and the Tramng Coordinator on the other, and that there is a 



contmued undercurrent of inter-personal tenslon As noted earlier, this is apparent in the way the 
Bas~c Trruning Program is conducted and brochures are pnnted Moreover, financial reports for the 
trainlng program are divided into two sections (financial trainlng and other) 

Thls unfortunate poiarlzat~on of the staff appears to diminish the PMU's capacity to produce well- 
integrated plans and activities We found that the project D~rector is well-liked and respected by the 
NGOs, donors and others interviewed and that the Comptroller and area Coord~nators are also 
h~ghly regarded by those w~th whom they have worked However, there IS a broadly-held mew that, 
while PACT's efforts have been an important contr~bution to the NGO community, ~ t s  activities are 
too segmented and scattered, and that they need more purposeful focus, substantively, geographcally 
and in the selection of the NGOs wlth wh~ch PACT works One donor perceived that the "PACT 
team is not solid, it is simply not a team " Another donor vlew was that the small project staff "IS 
not seeing the same vlsion " 

'Consol~dnclon" was the word used most frequently to describe what PACT should do In the next 
stage of the project There was also a call for PACT to collaborate more earnestly with existing 
networks and associations as well as wlth sectoral and geograph~c consortia A number of 
organizations mentioned having d~scussed some specific collaborative venture with the PMU, but 
that, alas, PACT's priorities appeared to have shlfted unexpectedly to other directions Donors 
reported only mformal coordination within that community, several suggested that PACT could play 
a more catalytic role In facilitating coordmation of their efforts 

B PMU Support from PACT/Washington 

The PACT project D~rector and Comptroller explained that they are in frequent contact with the 
Washlngton office The D~rector attends PACT's annual meetlngs In the U S , and the Comptroller, 
as well as the former Deputy D~rector for Projects, also part~cipated In one of those meetlngs 

PACTlW representatives vlsit the PMU about twice a year, generally alternating between program 
and admnistrat~ve/accounting staff The PMU Director also reported that the organization's Deputy 
D~rector had come to Llma about two years ago, and that she will be here at the end of the MSI 
team's visit 

In short, PMU staff expressed satisfaction with the level of support provided by the PACT 
Washlngton office 

C PMU Relations With USAID/P 

Reportedly, PMU relations w ~ t h  the USAID Mission were quite tense prior to the arnval of the 
current project Dlrector T h ~ s  seems to have been largely overcome Any remaining tenslon appears 
to relate to a d~fference of style and project expectations between the project Director on the one 
hand and the USAID project manager on the other Though PACT is now housed In the bunldmg 
vhere U S m  1s lccated ccminmlcatwn between the t vo a;=,nezs 0-1 j fcmd, \r ::b Issues of cnucz! 
importance taken up by PACT with the Chief of the Food for Development Division dunng penodic 
meetlngs, or with hlgher-level USAID personnel In general, Misslon officials expressed theu 
regard for the PMU Dlrector, and seemed satisfied with the project 



One perception among NGOs and others was that PACT s ability to act is lirmted by USAID project 
managers who had kept a tight reign on the PMU s activities, and whose vlews differed from those 
ot project staff For Instance, one donor commented "The trouble with PACT is that i t  seems to 
have too little discretion to support small projects or parts of projects which is just the lund of thing B 

that NGOs need " Various NGOs told of h~gh-impact action they could take to capitahze on a 
sudden window oi opportun~ty," requiring only a small amount of money to do so They regretted 
that PACT has no provision for such quick-turnaround "rninl-grants " 

It was also reported that the current PACT project Director has been very cooperittive and flexible L 

worlung with the Mission to best accommodate project activities For example, during USAID's re- 
engineenng exercises he worked with the Deputy Mission Director and others to retrofit the project 
within the new Results Framework for SO 2, where the project was ultimately placed He has also 
cooperated with USAID SO 2 personnel worlung on the new Intermediate Cities strategy promoted 
by the Agency In addition, the PMU has cooperated with the ODITISO 1 team, providing trdinmg @ 

for human rights NGOs, as well as with the Health Office Moreover, the Mission Director and 
others have been invited to make presentations at project events and to visit project sites, while the 
USAID Project Manager makes regular on-site visits 

Our review of a sample of the PMUts quarterly and annual reports to USAID reflected a rather dry Q 
transmittal of bas~c  project informat~on, with no analysis of the overall impact or import of the 
actlvitles undertaken or their significance within the ever-changing local or national context The 
PMU explaned that analyses of key subjects are done separately for specific audiences 

2 OVERALL COST-EFFECTIVENESS & SUSTAINABILITY 

Findings 

A Pro-lect Costs 

We find that it is not possible to judge the cost-effectiveness of this project with any degree of 
accuracy for two m a n  reasons a) no rel~able baseline was established against which to measure 
improvements in rnstitutional strengthening - the major purpose of this activity, and b) because the 
m a n  project task (IS training) was not addressed in any coherent manner unt~l  March 1995, some 
two-and-a-half years after the CA was signed Specific financial data for the overall project and for &t 
its vmous components are provided in Chapter II 

With regard to sustamab~lity, much will of course depend on the availability of USAID or other Q 
resources Another key factor will be how the knowledge and expenence that has now been 
accumulated by the PMU will be put to use between now and the end of the CA in September 1998, 
and for the out-years (the PMU calculates that, assumng the full $13 6M in the CA, it could operate 
to September 2000 through a no-cost extension) Another factor within USAIDts control is 
whetherhow PMU services mght  be made avalable to other parts of the Mission 8 



We find that there is a clear need for the continued strengthenlng of Peruv~an NGOs whlch have 
become crltlcd mechanisms for channelling resources and technical assistance to the poorest areas 
ot the countrv The USAID Dlrector lndlcated that some 50% of Mission-sponsored actlvltles are 
carrled out through NGOsIPVOs whlle the GOP also plans to contlnue using these organlzatlons 
In ~ t s  War on Poverty One donor noted, "NGOs are rlsky because they are weak strengthening IS 

cruclal " He then added "The major sickness of NGOs 1s the severe hagmentation within the 
communitv and donors are not coordinating either " Another donor asserted "PACT has a good 
reputation and access to natlonal NGOs, but I st111 have to ask what are the criteria PACT uses to 
select NGOs for asslstance3 What really IS PACT's strategy? What IS the quallty of what PACT 
delivers, and what follow-up actually occurs? What are the qualificat~ons of the staff? Questions 
llke this make some of us [donors] wonder " 

Meanwhlle key NGO leaders felt that these organlzatlons represent an undeveloped and 
underestimated resource As one s a d  NGOs must be seen as the force they are by government and 
buslness and the academc community Another Interviewee held "NGOs are a pretty potent force," 
and that ' how to channel them is the questlon ' He then added, "They could be a much greater, 
healthier force In the relatively near future " 

The project speaks of providing IS at three levels consortia NGOs, and community organnatlons 
However, ~t 1s the mddle level (NGOs) that has recelved the great bulk of PACT's attention, and lt 
IS the only level addressed in the current project logframe and lndicators Meanwhlle, many donors 
and NGOs wonder why PACT has not made specific efforts to strengthen the other two levels As 
one donor remarked "Something none of us has understood is that if they [PACT] want better 
efficiency among NGOs, they have to work with groupmgs, consortia This is how to have impact " 
Meanwhlle the Fondo Contravalor Peru-Canada referred to ~ t s  work wlth consortia as "a mess, 
confused," notlng that Instead of strengthening the work of consortia, Canadian funds had "crippled 
them" because they weren't well-organized It was then noted that there is scope for PACT to work 
wlth consortla to make lt posslble for donors to engage more effectively wlth them Thls was seen 
to be "a tlmely challenge " 

We found that little is really known about the recent growth and development of consortla, networks 
and other such cooperative ventures in Peru This, therefore, appears to be an Important area for 
investigation Moreover, ~t would be possible to design traning lnterventlons amed at strengthenlng 
consortia in such a way that appropriate techniques and methodologies can be adapted so that they 
can also be used by NGO affiliates to strengthen their own organlzatlons and, In turn, applied by 
those NGOs in thelr work with grassroots community groups, thus slgnlficantly increasing the 
Impact of the Investment 

Because PACT has accumulated s~gnificant experience in its work with NGOs, ~t could also be of 
invaluable assistance to other USAID offices (particularly for strengthenlng civil soclety and local 
government), as well as to other agencies worlung in Peru USAID officials indicated that, if PACT 
nere present In L ~ m a  as an i~depeydent en t~ t j ,  they u o ~ l d  11kely call ~ p o s  ~ t s  servlces for NGO 
trxn,--g and technical asslstxrce 
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CHAPTER IV CONCLUSIONS 

Based on the flndings described In the foregoing Chapters the MSI team drew conclusions which 
respond to the questions posed in the Scope of Work for this mid-term evaluat~on They are as 
follows 

1 PROJECT DESIGN 

The onginal project purpose, objectives, results, activities and assumptions were feasible and log~cal 
However for reasons discussed earlier, the major direction articulated in the Project Paper (I  e , 
institutional strengthenlng) was not fully addressed until some 30 months into the project 
Meanwhile, the management of development subgrants in the areas of agriculture health and rmcro- 
enterprise diverted much of the PMU's attention and staff resources to those areas Meanwhile, the 
project d ~ d  not take sufficient advantage of existlng NGO consortia or seek to inspire the creation 
of new ones, having awarded IS subgrants to only the two consortla in Ajacucho and Cajamarca 
(rather than the SIX onginally envisioned), plus to a grouping of five health NGOs in Cusco, before 
USAID ended subgrants in 1995 (The subgrant to Coinc~de in Cusco was not aimed at the 
institut~onal strengthening of NGOs, but rather at improving health conditions ) 

As descnbed In the 1997 Work Plan at the time of thls evaluation project actlvities had not yet been 
fully adapted to produce the results called for in the four SO #2/IR performance indicators adopted 
recently by the Mlssion as a result of the reengmeenng process, baselme data d ~ d  not yet exlst The 
first of these indicators (number of USAID-supported NGOs realizmg a reduction In adrmnistrative 
costs) is not a feasible measure of progress at the present time, as target NGOs are neither aware of 
~ t s  importance nor capable of producing the data required While important, the next two lndicators 
are also impractical at present Those relate to Improved targeting to poor districts or shlfting 
resources to focus on the poorer districts, measures that are currently impractical because they were 
not specified in subgrant agreements or traning actmtles Whle it was understood by all concerned 
that project actlvities were to be carried out in the 419 poorest districts identified by the GOP, no 
apparent incentwe was provided for NGOs to move a greater portlon of thelr actlvities Into districts 
termed "\ ery poor " 

Given the d~sconnect between the indicators selected by USAID for measuring SO #2/IR progress 
and those included in PACT subgrants to NGOs and its own Global Plan, it will not be feasible to 
apply fully the first three of the new indicators until such time as project activities are duly retrofitted 
and baseline databases created aganst whch to measure future progress Until such time as USAID 
and PACT agree on a defin~tive PACD, the practicality and detals concerning such an investment 
of fiscal and human resources cannot be accurately assessed 

The underlying hypothesis that strengthening NGOs inst~tutionally will contnbute to poverty 
reductron 1s valid for reasons already discussed However, the notion that the award of development 
subgrants to N 6 0 s  mil! result In thelr inst~tut~onal strengthenlng is a quest~onable and costly wav 
to achieve that end 





cornrnunlty members in the prioritization of their needs was haled as an important first by local 
authorities ~f re-deslgned to involve cltlzens more fully in the entire process the overall inltlatlve 
would be strengthened A greater measure of civic education for those who participate would also 
result Smce the first provincial-level PPAL fair was to take place after completion of thls 
evaluation mforrnation on impact at that level had not yet become available 

As shown in the foregoing Chapters, the cost of IS training interventions is difficult to calculate, 
smce it involves a vanety of approaches - in whlch the same NGOs often participate Nevertheless 
expenses related to the Basic Tralning Program and to SISCONG training, as currently deslgned 
seem reasonable The elirmnatlon of presentations by professionals from Llma or other distant 
locations would result In even lower costs Costs for the PPAL program, however, seem hlgh, and 
would also be reduced, whlle malung the program stronger, by revismg the baslc design to increase 
the active involvement of community members and reduce that of outside specialists 

Wlth regard to the sustamab~l~ty of the IS program once the project 1s completed it must be 
recognized that this was not a speclfic project objectlve nor was it built into the deslgn That IS 

whlle participating NGOs were to strengthen then- ability to promote rmaznable development the 
sustanabllity of the lnstltutlonal strengthening activity itself was not part of the project purpose or 
results to be attamed 

This investigation leads to the conclusion that, except for the two IS subgrants to consortla 
(discussed below), the sustalnablllty of the IS activlty is highly questionable, particularly ~f PACT 
does not reman In the country to capitahze on the experience gleaned Thls IS due to the fact that, 
whlle NGOs have received IS traning, there has been no slgnlficant transfer of IS traming/consulting 
slulls to the NGO cornmunlty, nor have solid partner relationships been developed with any national 
NGO or consortium Therefore, no cadre of local IS specialists has been developed The failure to 
do so is considered by some to be one of the project's greatest weaknesses 

While it would be possible to develop simlar IS programs, including a transfer of such slulls d u n g  
their ~mplementatlon, for the NGOs already t rmed  through the current project, other types of 
organizational development (OD) interventions are now needed These include such areas as 
membershlp, board and resource development, external vlsibllity and Internal communications, 

team-building and conflict management, and so forth Agaln ~t would be possible to bulld 
techniques for dealing with these questions into future IS strategies 

3 DEVELOPMENT SUBGRANTS (14) 

Subgrant designs were appropnate to their objectlve of acheving Increased farmly income or quallty 
of life However, few actually addressed IS at the community level by including speclfic objectives 
and indicators NGOs selected to implement subgrants were a mxed group of relatively weak or 
moderately slulled institutions Due to field conditions and lack of experience in implemeintmg 
development actwtles, many subgrantees went through a troubled period before gettlng their 
projects up and runnlng Due to these eariy difficulues, overall costs per beneficmy were hlgh 
Many participating NGOs, however, eventually emerged wlth quite solid projects, and much 
improved efficiency (lower per-beneficiary costs) as their projects went into the last year of 
execution PACT technical assistance and monitoring played an important role In assisting NGOs 



to bnng their actlvlties to thls level of relatlve efficiency and effectiveness and also in llnlung NGOs 
to one another to share technical and administrative experiences 

4 IS SLBGRANTS TO NGO CONSORTIA (2) 

In terms of the project's institutional strengthening efforts, the subgrants to CIDRA in Avacucho and 
CIPDER in Cajamarca rank among the most significant and productive endeavors undertaken 
Though begun with varying degrees of difficulty, and still needing improvement, the IS tralning 
prov~ded through those subgrants has resulted in a real awakening among participating NGOs as to 
the importance of hav~ng a longer-term vlslon for their organizations and of more clearly focusing 
their efforts However, the IS basic trainrng courses conducted by these consortia are beginning to 
reach the stage of dirmnishlng returns 

IS traning has been targeted at the NGO level, while techniques and approaches to the strengthening 
of the consortia themselves (whlch implies a separate set of dynarmcs, slulls and strategies) were not 
fully addressed by the project Therefore, maximum advantage was not derlved from this 
opportunltv to track the evolution of these organmtlons, or to capitalize on thelr considerably 
broader potential for the reduction of poverty 

If the project had glven pnonty to worlung with and through such site- or ~ssue-speclfic entities, ~ t s  
overall impact would have been Increased slgn~ficantly For instance, if mandated to do so, the 
project could have bullt consortla capacity to negotiate wlth government agencies, and even to 
pursue thelr interest in pressmg for pollcy change to better address poverty In addition, by worklng 
at the consortia level, IS interventions could have been adapted by member NGOs for use in their 
own organizations and wlthln the communities In whlch they work, thus creatmg a three-tiered 
transfer of IS skills This type of comprehensive strategy would also have better ensured 
sustamabillty and increased poverty reduction 

Whlle the amount allocated for the purchase of computer equipment for NGO development 
subgrantees at each slte (some $20,000) is not unreasonable, channelling those funds through the 
respective consortia subgrants was an awkward way to approach the issue - in one case (CIDRA), 
this caused subsequent compllcatlons 

5 PMU ORGANIZATION AND ADMINISTRATION 

Inter-personal tenslons among PACT staff have dimnished the PMU's capacity to analyze and 
produce well-integrated plans and activities Responsibllltles for key elements of PACT's overall 
program are scattered among staff, most of whom report only to the Dlrector The "non- 
togetherness of PMU staff in terms of holding a shared vmon and sense of rmsslon has been wldely 
noted by people in a range of instltutlons wlth whlch PACT works Many of these outside 
impressions have to do wlth the recent d~srmssal of two key PACT staff members PACT's overdl 
FOG? reputzhon 1s b e l ~ g  dilmnished as a rzsult, ant.,  he fact that the PMU is seen to be partially 
b 

clvsfunctiorld ~ e e d s  to be ~dbres~~c!  2n~ress:5 OD z l y  J 

PMU relations wlth USAID have been adversely affected by differences of opmon about project 
management Many of these differences appear to relate to the overall approach (though 



theoret~cally agreed upon by both parties slnce t h ~ s  is a CA and not a grant) wh~ch as indicated 
elsewhere ~nvolves numerous activities, both major and mlnor, being implemented without 
sufficient thought and analys~s as to their relative Importance, costs and relationship to overall 
project objectives The USAID reenglneerlng process and the adopt~on of new IR indicators resulted 
in a further disconnect between the SO and the project, wh~ch further exacerbated this situation 

Meanwhile the USAID Project Manager must answer to the Mission for project results PACT'S 
bland and unanalytical reporting has further aggravated that relat~onsh~p However relations with 
other higher-level USAID officials, who are largely free of the nitty-gritty details of day-to-day 
implementation, appear to be quite good A concerted effort at rapproachment between PACT and 
the USAID Project Manager is overdue Many of the latter's objections or questions about the 
project are well founded, and PACT would do well to listen and respond In a more direct manner 

6 PROGRAM COST 

PACT'S slow start w ~ t h  relatively high costs for little In return during the first years of the project 
skew any measure of cost as related to project impact Returns on investment In 1995 showed 
considerably improved project efficiency, results and impact Now that PACT has developed the 
central elements of its traning and technical assistance actlvitles, it IS in a position to further increase 
the level of effectiveness This w ~ l l  require that PACT consolidate its efforts and focus on investing 
only in certaln key elements of ~ t s  overall offenngs, which still retam an overly-diffuse spending 
pattern 

7 COHERENCE OF THE PROJECT 

The great bulk of the questions posed In this section (5) of the SOW are answered elsewhere To 
that, we would add only the following responses for 5 1 Yes, the relationship between Inputs and 
activities has been reasonable Yes, activities have been useful in the achievement of results, but can 
now be strengthened in light of past experience and the current SO #2/IR indicators Yes, the 
hypotheses implicit in the current design of the project are realistic, though they were not duly 
addressed for the first 30 months or so We would also point out (per 5 3) that unexpected results 
include the establishment by members of the two IS consortla of separate entitles for admnistering 
cred~t programs (Rasuhlllca and FONDER), the switch by most NGOs to Credit Funds (cash) from 
Rotating Loan Funds (in-lund), development of the SISCONG software, as well as ECFAM, the 
elght Accountants Networks, and the development of PPAL as a mechanism for district-level 
development plannmg 

8 INFORMATION AND MONITORING SYSTEM 

PACT information systems are adequate to manage this project Financial accounting appears 
appropriate to the task and, as already observed, the monitoring of the subgrant program has been 
well handled Costs for development of the ECFAM system for measuring the progress of 
development subgrants were relatwely hlgh in terms of the number of pa-tlclpating NGOs (10) 
However, it will not be possible to judge the cost-effectiveness of thls investment untd after the 
second round of data have been collected and analyzed later this year 



As already discussed the IS baseline that resulted from PACT s first round of data collect~on on the 
NGOs that have partlclpated in its mstitut~onal strengthenmg program is flawed The new 
instrument being used by the PMU in the second round (to be completed in August 1997) IS much 
Improved these new data ulll serve to measure future progress but relat~ng t h ~ s  new set of data to 
the exher  one will be difficult 

Information of many types IS available to PACT from a variety of sources as a result of ~ t s  traning 
activitles and wide range of contacts wlth NGOs and other Interested parties in government offices, 
and In the pnvate and donor sectors PACT has yet to analyze much of this information In order to 
use it  In dec~s~on-maklng lnternal to its own actlvlties or for broader strategic purposes 

PACT reporting to USAIDE reflects the analytical deficiencies clted above To date, it has not been 
effectlve in d~scusslng the meanlng and strategic significance of the various achievements or 
deficiencies of the project 

Now that USAID has formally adopted SO #2 IR indicators, lt IS possible for PACT and the M~ssion 
to agree on the most appropriate set of activitles to be undertahen In future, and for PACT to 
formulate a new Work Plan accordingly 



CHAPTER V RECOMMENDATIONS 

1 OVERALL FRAMEWORK FOR FUTURE PROJECT DIRECTION 

USAIDtP and PACT should work together to re-design future project actlvlties heeplng in mlnd 
current SO #2/IR ~ndicators and ensuring that remaining resources and tlme available to the PACD 
(whether it be September 1998 or 2000 or some other date) are invested in a manner that capitalizes 
on the project's strengths and experience to date, wh~le more sharply focusing ~ t s  outreach 

Based on the information gathered about the current situation in the country and the needs reported 
by NGOs, the follow~ng two major scenmos emerged and are presented here for consideration The 
first covers the penod to September 1998, the current PACD, while the other contemplates the penod 
from now to September 2000, should USAID approve a no-cost extension Specific 
recommendatlons for each Scenarlo are presented in Parts Three and Four of thls Chapter 

Scennrzo One To September 1998 

A With the exception of the two IS subgrants to consortia (CIDRA and CIPDER), all others 
end as scheduled in September 1997 

B The PMU continues and strengthens PPAL by involvmg community members more actlvely 
in the entire process IS traning activities are also continued and revised to incorporate the 
key concepts inherent in the current SO #2/IR indicators (I  e the rationale for improved 
targeting of very poor districts in modules 1-4, and the significance of directfindirect costs 
in module 5) A well-planned Basic Traning module (#6) is added to address key technical 
subjects such as credlt, marketing and gender analysls The overall coverage of tranlng 
activities is reduced, sharply-focused 

C Project experience, methodologies and documentation are catalogued and widely 
dissemmated 

D If tlme pemts ,  consideration could be given dunng thls close-out year to providing services 
to other USAID offices, such as the SO 1 team 

Discuss~on Slnce development subgrants are due to end in September 1997, close-out procedures 
will no doubt require significant PMU attention to at least the end of the year Therefore, only those 
activities already in process would continue, while project experience is duly documented and 
dissemmated to NGOs, donors, key government offices and other interested parties At the same 
time, because PPAL and Basic Traning initiatives are quite new, and given current SO #2/IR 
indicators, they are refined and Improved 
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Scerlnrro Two To September 2000 

The P,MU and USAID re-design the project and ~ t s  rationale IS re-cast to brmg ~t Into closer 
accord with USAID s broader priorities lnvolvlng NGOs particularly SOs 1 and 2 and SSO 
5 

The PlMU continues Improved PPAL activities (as above), and adds clvic education/civll 
societv to its training program 

The staff is re-configured, bringing in professionals with solld OD methodological slulls and 
expenence the focus of tralning shlfts away from a workshop settmg, placing lt within 
targeted consortia and NGOs 

A modest amount is set aslde In the budget for "mm-grants" to NGOs for speclfic h~gh-  
Impact purposes, with results carefully monitored, documented and dissemmated 

Professional case studles on such issues as the evolution of consortia and selected 
development topics which mlght include the status of NGO-operated credit programs, 
collaborative marketing schemes for rural producers, and the participation of women In target 
consortidNG0 actlvlties, are conducted, published and wldely disseminated 

D~scuss~on  As noted earher, there is an urgent need to assist NGOs with issues related to 
organizational solidity and sustainability Our discussions confirmed that thls can best be done 
withln the organization itself rather than only in workshops, whlch are beginning to reach a state of 
d~minlshing returns (1 e , the majority of the NGOs interviewed reported that people are "tlred" of 
workshops and need more in-house assistance) Meanwhile, we observed numerous situations in 
which NGOs were positioned to carry out a specific, high-lmpact actlvlty, and often needed only a 
small amount of money to capltallze on such opportunities 

2 GENERAL RECOMMENDATIONS 

M ~ s s ~ o n  Indicators for the S O  #WIR USAID/P should postpone appllcatlon of current Indicator 
#I  dealmg with reduced NGO admnlstratlve costs untd such time as Misslon personnel and the 
PMU have agreed upon the establishment of a baselme and the means for collecting the data needed 
for measunng change over tlme - something whch is not feaslble at the present tlme In the intenm, 
a substitute indicator mght  relate to the proportion of total fundlng that target NGOs receive from 
a single source or, in the alternative, the percentage of total support received as the NGOs "own 
resources" (1 e , the amount rased through activities not related to any specific project or funded by 
traditional donors) 

USAIDIP should also hold pendlng the application of Indicators #2 and #3, wh~ch  deal with the 
" l~proved  tqe t lng"  of NGO actlvltles to d,stncts classified as very poor within the 419 identified 
by the GO? uqtd there is agreement between the Mlsslon arld the PMU as to how NGOs are to be 
educated about the rationale behlnd these measures and mutually-acceptable incentives are bulk into 
project activities 



USAIDff 4CT Coordmation USAIDP officials should take advantage of the process of reviewing 
PACT 5 1998 Work Plan to ensure that long-standing differences ot opinion concerning the d~rection 
ot this project between USAID's Project Manager and PACTS Director are put to rest Senlor 
USAID otficers should make special efforts to see that the vlews of both parties are surfaced (r 

discussed and resolved, so that PACT activltles in the next year (or years) can proceed with a clear 
understanding by both parties of the manner in which USAID's "substantial involvement" will be 
exerc~sed in this Cooperat~ve Agreement 

Serv~ces to Other USAID SO Teams The vanous USAID SO Core Teams particularly SO 1 and bB; 

SSO 5 should be canvassed, and dec~sions taken, as to whether or not PACT should include NGO 
trainrng tor those SOs in its 1998 work plan 

PMU Administration PACT should take immediate action to cement relationships within the 
PMU, ensuring that the planning and implementation of project activities continue on the basis of Q 

a jointlv-held vision of misslon and purpose wh~ch is understood and shared by all staff members 
and wh~ch accords with the Mission's current Results Framework 

Relations w~th Key GOP Agenc~es PACT should make a concerted effort to clear up any 
m~sunderstandings that exist between the project and the key government entities with which it 4i 

works, particularly wlth SECT1 as the official counterpart agency named by the GOP In thls regard, 
advice and counsel from some of PACT'S closely-held contacts in the NGO and donor cornmunltles 
could be very useful 

3 CLOSE-OUT IN SEPTEMBER 1998 

Should USAIDIP d e t e m n e  that the PACD wdl stand as originally stated in the Cooperative 
Agreement and based on Scenario One described in Part One above, in addition to above General 
Recommendations, the following are specific recommendations for the period between now and 
September 1998 6 

Project Consolidation PACT should develop a comprehensive Work Plan, consolidating its 
activities and targeting specific strategic areas The Work Plan should Include the following 
elements 

tE 
Development Subgrants PACT should close-out all development subgrants as currently 
scheduled in September 1997 

Institut~onal Subgrants PACT should extend the CIDRA and CIPDER consortia 
inst~tutional strengthening subgrants for an addit~onal year to assure that each has sufficient C 

support and tlme to d e t e m n e  how to best implement the strategies and operational plans 
they have developed to date with PACT support PACT should jointly develop with each 
consortium a work plan for the period of the extension The C D R A  proposal currently 
before PACT, calllng for establishment of a School for Development, w ~ t h  little relation to 
the institutional strengthenmg purpose of this project, should not be funded in its present 4 
form 



ECFAM PACT should ensure that a final version of ECFAM software and manuals on its 
use wdl be made available to the NGO and donor communities 

Case Studles In consultat~on with USAID PACT should declde whether the best of its 
subgrants should be the subject of profess~onal project-supported case stud~es (individually 
or in comb~nation to cover the experiences of the varlous NGO s that tackled similar issues 
In unique ways - for example in the delivery of cred~t or in the area of community 

organ~zing) 

Basic SISCONG and PPAL Traning As outlined In Item B of Scenano One, PACT should 
continue and strengthen basic IS, SISCONG and PPAL tralnrng activitles, adding an 
additional module (#6) to its Basic Tranlng Program to address key technical subjects, such 
as credit or market~ng 

Further, a comprehensive plan should be formulated by staff to accommodate above trarning 
elements in a strategic manner A staff member, other than the D~rector, should be made 
responsible ior the day-to-day coordination and management of the plan and tralnlng team 
worlung In a participatory manner while ensunng the approprrate delegation of tasks to all 
lnvolved 

Above plan should be des~gned to reduce and sharply focus training activitles to insure that 
the NGOs exposed to only some part of the Basic Trrunlng Program are given an opportunity 
to complete all modules New NGOs should be ~ncluded only to the extent that time allows 
for completion of the entire cycle before the PACD, and only if they are operating in the 
requisite high-poverty areas of the country The only exception should be any trainlng 
requested by other USAID offices, such as the SO 1 team 

PPAL traning should contlnue to complete work already underway, any new PPAL actlvltles 
should go forward only to the extent necessary to further vahdate the efficacy of the PPAL 
methodology as amended to lnvolve community members more fully In the entire process 

D~ssemnation of Results Talung Into account above activities, the PMU should ensure that 
sufficient time is set aslde to catalogue all project experience, methodolog~es and 
documentation, and make plans for the wide dissermnation of thls material to the NGO and 
donor cornrnunitles and among relevant GOP offices 

4 CLOSE-OUT IN SEPTEMBER 2000 

In the event USAIDP decides that thls project should be extended beyond the origlnal PACD, all 
of the recommendations contamed in Parts One through Three above stand In addition, it  is 
recommended that the followmg elements be added for this extended penod 

Project Re-Dwgn US A D / ?  md P 4 CT together ~ W L U  ~~-deb ,ga  the pmject to the new PACD, 
al~gning lt more closely w~th  USAID's broader pnontles ~nvolving NGOs, particularly SOs 1 and 2 
and SSO 5 PACT should then produce a new strategic plan, as well as a new results framework and 



a deta~led two-year Work Plan for the period 1999-2000 Elements of the new strategy should 
provide for the followmg 

Statf Re-Configurat~on PACT should recruit and retain proiessionals w ~ t h  solid OD e 
methodolog~cal slulls and experience, sh~f t~ng the locus of IS training to within the consortla 
and NGOs targeted and away from workshop settings, civic education/c~vil society should 
be added to the comprehens~ve training program 

Mm-Grants A modest amount of project funds should be set as~de in the budget for small a 
grants to NGOs for specific h~gh-impact purposes, with results to be carefully documented 
and dlssermnated These funds should also be used to support any professional case studies 
deemed desirable, coverlng issues such as the evolut~on of consortia or selected technical 
top~cs - I e , NGO-operated cred~t  programs, collaborat~ve marketmg strategies for rural 
producers, and the role of gender analys~s In poverty-reduction projects 
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ONG s benefmar~as del proyecto han 

esarrollado su  vlston mlslon y estrategla 

i s t ~ t u c ~ o n a l  y han def ln~do propuestas 

e DESARROLLO sostentble acordes 

lee exlgenclas de sus respectwas 

~ n d m ~ c a s  locales 

- - -  
ONG s bor io f~c~ar~as do1 proyecto han 

esarrollado su rol  de convocatorla 

acla otros agentes soc~ales para 

lecutar las propuestas de DESARROLLO 

osteri~blo localos 

INDICADORES VERIFICABLES 
OBJETIVAMENTE 

subdonaclones operan sin s u b s ~ d ~ o s  al 

fmal~zar el proyecto 

30 ONGs con f ~ n a n c ~ a m ~ e n t o  de proyectos 

por PACT alcanzan e n  p romed~o el 90°h 

de sus resultados y a s u  vez el 100% de 

estos operan con  costos unltarlos 

decreclentes a lo  largo del  proyecto - - - - - - - - -  ---- ----- 
6 Consorc~os de  ONG s Incrementan su 

' 60 ONGs b e n e f ~ c ~ a r ~ a s  del  proyecto han 

formulado su v1s16n m1s16n y estrategla 

~ n s t ~ t u c ~ o n a l  y han hecho ~ g u a l  numero de 

propuestas de desarrollo local 

rn Para 60 ONG s su l n d ~ c e  de  ldentidad 

lnst~tuc~onal  hacm e l  ftnal de l  proyecto 

se tncrementa e n  50% e n  ONG s d4b1les 

se increments e n  35Oh e n  ONG s med~as  

se lncrementa e n  15% e n  ONG s fuertes - - -  - - -  - - -- 
a Para 60 ONG s s u  l n d ~ c e  de Relaclones 

Externas h a c ~ a  e l  fmal  de l  proyecto 

se lncrementa e n  50% e n  ONG s ddblles 

se lncrementa en  35% e n  ONG s med~as  

se lncrementa en  15Oh e n  ONG s fuertes - - -- -- 
45 Instanuas de coord11iac16rl d ~ s t r ~ t a l  

lunc~onan con la  act lva p a r t ~ c ~ p a c ~ d n  de 

60 ONGs b n e f ~ c ~ a r ~ a s  du l  proyecto 

S~stema de Reportes de Progeso del 

'MU y Lmea de Base 

--- -- - - 

Cuest~onar~o para entrevlstas a d~rec t~vos  

e Consorc~os y observac16n d ~ r e ~ t a  

el equlpo PACT Lmea de Base y 

ntrevlsta I Observac16n Fmal 

Docurnentos ~ns t~ tuc~ona les  de Ias 

)NGs 

Cuestlonarlo (vers16n completa) para 

ntrevlstas a dlrect~vos de ONG s y 

bservac~dn dlrecta del equlpo PACT 

lnea de Base y Entrev~sta I Observacldn 

mal - - - - -- -- -- - 
Cuest~onar~o (verslbn completa) para 

ntrevlstas a d ~ r e c t ~ v o s  de ONG s y 

bservac~dn dlrecta del equlpo PACT 

lnea de Base y Entrev~sta I Observac~dn 

lnal 

Actas V ~ s ~ t a s  de Campo 

SUPUESTOS IMPORTANTES 

Relac~ones posltlvas y estal~les entre 

ISA y Peru 

Gob~erno del Peru permlte que ONG s 
ieruanas contlnuen s~endo par t fc~pes 

e l  proceso de desarrollo ~ n s t ~ t u c ~ o n a l  en  

sl Peru 

Estab~l~dad pol l t~ca y democrt l t~ce tanto 

rlac~onal corno reg~onal 

- - - - - - - - - - - 
Goblerno del Peru permlte qoe ONG s 

leruanas contlnuen s~endo par t lc~pes 

e l  proceso de desarrollo ~ r i s t ~ t u c ~ o n a l  en 

e l  Peru 

Establl~dad pol l t~ca y democrAt~ca tanto 

f i a r ~ w ~ a l  corno reg~or~d l  
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- - - - - - -- - - - -- 
ONG s beneflciarlds dt I proyecto han 

ncrementado sus capacldades tbcn~cas 

metodoldg~cas pard la planif~cac~bn y 

(ecirc~bn de (rroyecias cln dusarrollo 

osten~ble 

INDICADORES VERIFICABLES 
OBJETIVAMENTE 

Se formulan 4 5  planes de desarrollo 

:oncertados en lnstanclas de 

~oord~nacrdn drstr~tal a propuesta de ~ g u a l  

w n e r o  de ONGs benel~c~drtas del 

?=yecto 

21  0 ONGs han ~ncrementado sus 

:apacidades tbcnicas y metodoldg~cas 

para la p lant f~cac~dn y elecucidn de 

iwoyectos de desarrollo sosteri~ble 

lndice de Capacidades lnstituc~onales 

para 6 0  ONGs hacia el fmal del proyecto 

se lncrementa en 5 0 %  en ONG s dbbrles 

sn 35% en ONG s med~as y en 15% en 

ONG s fuertes 

lnd~ce  de Capacidades lnstitucionales 

para 1 5 0  ONGs hacia e l  final del proyecto 

se lncrementa en  40% en ONG s dbbiles 

en 2 5 %  en ONG s med~as  y en 25% en 

DNG s fuertes 

1 5 0  ONG s de las 2 1 0  capac~tadas d~sei ian 

propuestas de proyectos con leg~t i rn~dad 

pertmencia y rentabhdad y 

concordantes con 10s Planes de 

Desarrollo Locales 

PACT l~nancia por lo menos 30 de las 

melores propuestas de proyectos lormuladas 

por las ONGs capacitadas por un nionto 

total de hasta 7 2 m ~ l l r p a s  de US$ - - -- -- -- 
Por lo menos 180 trabaladores de 6 0  

ONG s meloran sus califrcac~ones 

t4cnlcas 

Documentos 

Conven~os de las ONG s con 

)rgan~zaciones de Base e lnst~tuclones 

-- 

Cuest~onarlo para entrevlstas a 

lrectivos de ONG s y observac~dn 

hrecta del equlpo PACT Linea de 

lase y Entrev~sta I Observdclbn Fmal 

Prueba a las ONG s de capacldades 

Bcn~cas y metodolbg~cas inmal y fmal 

I Proyectos 

' lnformes Fmancieros del PMU 

- - - - - - - 
I Sistema de monitoreo del PMU 

Gotmrno  do1 Peru pnrrnlte qlla ONG s 

eruanas continuen siendo par thpes 

el proceso de clesarrollo ~nstitucional en 

$1 Peru 

Estat)~l~dacJ polltic a y t l e i r ~ o ~ r d t ~ c a  
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RESUMEN NARRRATIVO 

ONG s bene f~c~ar~as  del proyecto han 

mphado su cobertura de acc16n y han 

~ v e r s ~ f ~ c a d o  SLIS fuentes de l ~ n a n c ~ a m ~ e n t o  

1 Convocator~a y organlzac16n de 

:un~ursoe du Sistenrat lra~lu~res . - - - - - - - - - - - - - - - 
2 Talleres realonales ponenclas 

smdt~cas y evaluac~dn de proyectos e n  

jecuctdn 

3 Convocator~a y selecc~bn de ponenc~as 

ara Corifororic~ss Anualus - - - - - - - - - - - - - -- - - - - - - - 
4 Conferenc~as nac~onales central~zadas 

INDICADORES VERIFICABLES 
OBJETIVAMENTE 

Para 6 0  ONG s e l  sub ind~ce  cle Relaclones 

ix ternas hacta e l  lmal  del proyecto 

5e lncrementa en 6 0 %  en  ONG s ddb~les 

se lncrementa en  4 0 %  en ONG s med~as  

5e lncrementa en 20% en  ONG s fuertes -- -- ---- - 
PACT gestlona y logra el f ~ n a n c ~ a m ~ e n t o  

3ara 3 0  proyectos formulados por 210 

3NGs capac~tadas En 1995  4, en 1996  

6 e n  1 9 9 7  1 0  y e n  1 9 9 8  1 0  -- - --- 
Por lo  menos 3 0  ONGs han d ~ v e r s ~ f ~ c a d o  

5us fuentes de fmanc~am~ento trabajando 

sn convenlo de cooperac~dn por lo  

rnenos con  una nueva fuente cooperante . 45 ONGs beneficmias del proyecto han 

amphado su  cobertura de  acc16n 

desarrollando proyectos en  nuevas h e a s  

t~prcadas como zonas de pobreza c r l t~ca  

' 4 concursos 

' por lo  monos 24  pononc~as solecc~onadas 

-- -- 

MEDIOS DE VERlFlCAClON 

Cuost~onar~o (vors16n completa) para 

sntrevlstas a d ~ r e c t ~ v o s  de ONG s 

-- - -- 
Conven~os ONG s con otras Agenc~as 

Conven~os ONG s con otras Agenclas 

. Sol~c~ tudes  

Trabajos -- . Agendas programas ponenclas 

conclus~ones 

- 
Agendas programas ponenclas 

SUPUESTOS IMPORTANTES 

Gol~lerrm clel Peru ~)r rml te  que ONG s 

peruarlas cont lnuen s~endo partlc~pes 

del proceso de desarrollo ~nst~tuc~onal en 

el Peru 

Estab~l~dad p o l l t ~ c a  y dernocrht~ca 

N~veles de  donaclones para el Peru 

de USA y otras Agenc~as no d~sm~nuyen 

cons~derablernente 

' Agenc~as de  cooperac16n que trabalan 

en el Peru cons~deran leglt~rno el trabalo 

proyecto 
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I talleres etc - - - -  - -  
3 8 Asesorlas y asrstencla t kcn~ca  a 60 

ONG s 

Donantes - -- 
4 2 Preparac~dn de d ~ r e c t o r ~ o  

de ONG s y Proyectos - - - - - -  - 
4 3 Reunrones de coordmac~dn 

rnteragerrclas - --- --- 
4 4 Mantentmtento de dlrector~o - -- 
4 6 Apoyo a la gest16n de rocursos de 

I fmanclamlento para nuevos proyectos 

5 1 Manejo f~nancrero del PMU 

5 2 Mane10 admln~stratwo del PMU 

5 3 Preparactdn de Planes Anuales 

6 4 P r ~ p d ~ t l ~ l d l l  do lrlforrnes Trlr~restrales 

5 5 Coordmqcrbn con USAID 

5 6 Coordlnac~dn lriterrla 

5 7 Evaltracrbn rrlterna IPACT) 

5 8 Evahrac ldon ~nturrnocl~a llJSAlDl 

5 9 Lv 1111a~rbil 1111 11 llJSAID) 

INDICADORES VERIFICABLES 
OBJETIVAMENTE 

Trabaladores selecctonadns de 60 

)NG s p a r t u p a n  de  estas a~t lv ldades 

- - - - - - - - 
Aststenc~a t b c n ~ c a  y asesorlas del 

qir~po de PACT y de consultores 

!11 forrna perrnanente 

1 dtrector~o actualuado -- 
I por lo menos 30 nuevos proyectos 

' 1 Ststerna fmanctero func~onando 

I 1 S~sterna adrn~n~strat tvo func~onando 

' 4 Docurnentos 

12 Documentos 

Reunrones perrbdtcas 

Acllv~dddes y reunlones pertbd~cas 

1 Documento 

1 D o c ~ o i ~ o n t o  

1 DIILIIIIIUIIIO 

' Reportes de actwdades 

- - --A - - - - - 
S~stema de monttoreo del PMU 

Base de Datos de donantes 

Base de datos de ONG s y 

proyectos -- - - 
Actas de reunlones 

Srstema de Mon~toreo del PMU 

S~stema de Mon~toreo del PMU 

Srstema de Mon~toreo del PMU 

S~stema de Mon~toreo del PMU 

S~stema de Monltoreo del PMU 

S~stema de Monrtoreo del PMU 

Slstema de Mon~toreo del PMU 

S~stu l i ia  de Mon~toreo clol PMIJ 

Slstetna de Mon~toroo dcl PMlJ 
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6 1 lmplementac~brr y f tnctonamlento del 

slstema de monrtoruo 

6 2 Llnea de base do 1 1 donaclones 

6 3 Llnea de base do 1 G donaclones 

6 4 Llnea de base do dtsarrollo 

~nst~tuc~onal  (30 ONG sl 

6 5 Llnea de base de dusarrollo 

~nstrtuctonal (30 ONG sl 

6 6 Momtoreo de dunac~ones 

6 7 Mon~toreo del ?MU 
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' Reportes 

' Reportes 

Reportes 

Reportes 

Reportes 

Reportes 

Reportes 

SIJPIJESTOS IMPORTANTES 
I 



RESULTS FRAMEWORK 

CONTAINED IN 

1997 WORK PLAN 



RESLLTADO Tiu'DICIaOR SUPOSICION CLAVE 
- - - -  

h t  el de la V' I ISIO~ Fin = Desarrollo Sostenlble -Cobertura Ampha 

0 5 -  Incrernento del lngreso de 10s pobres mcrementan ' 
a )  G ~ s t o s  per caplra 
b) " o Po bres v en evtrerna pobreza 
c ) GIalnutr~cron cronlca 

I R I ,  Alcance Orgmlzac~onal Fortalecido 

1 ) Efic~encla 
2 )  Eficac~a 
3) S~stema de gestion en tunc~onarn~ento 

I 4 

Nivel del Proyecto 

I Eficrenc~a de la ONG 

339 

Pact lo lleva a cab0 

1 Costos Indlrectos 

4 1. Increment0 en la economia de escala 

2. La eficlencia como como meta de la 
4 

Geshon 

, 1 Curnplimiento de 10s planes v objetxvos 
2 Replmblirdad 
3 Cobertura Poblaclonal 
4 Cobertura Geoerafica 
5 Financiarn~ento 

4 3 Meta de la Gestion 
4 3 S~stemas impres~onan a 10s donantes 

I 5 Capacrdad tecnlca lmpreslona " + 
4 6 ONGs apllcan s~sternas 

-- - - - - - - 

R l ,  Impma d~rcctnmente a1 OS, v a la vez lrnpacta resultados clnves de SO,, SO,, y SO, 
I 51c ILsuItndo del Pro,ecto es el resuitado de hnber puesto en pracrlca 10s slsremas de gesrlon al la vez este 

Rcsultado lrnpnctn L I  Resuitado denommado Eficlencla 
3 



i r c ~  1 Subdonacrones 

c )h\rG\ con bubdonac~ones mqoran sus capac~dades tecnlcas L ejecutan provectos 
c o n  Ilia\ or eticac~a \ ef ic~enc~a en a r e s  de pobreza c r m a  dei pals 

Logo  de Planes v 1 I00 a 1400 
oblet i~ os 

Area 2 Cobertura v Dt\erslficac~on Fmanclera 

ONGs h m  lncrementado \ d~\ersificado sus fuentes de financiarnrento v han 
mpllado 5u eobertura geografica v poblac~onal 

Coberturcl Pob 2100 
C o bertura Geo 2100 
r ~nanctam~ento 2200 - 2500 
R ~ p l ~ c a b ~ h d a d  

S~sterna de Gestion en Funcionam~ento (Result a1 Nwel de Proyecto) 

Area 3 Capacitncion 

DhGs cucntan con slsternas de ZestIon funclonando 

Area -I Acceso a Clavor Informacton 

()VGb ~ I L I I L I I  ~ c c c s o  J mtormac~on espec~ailzada en agncultura mlcroernpresa saiud 

IIIJ 1'1 JL \ I  ~ I I C I O  C l ~ l  P ro t~c to  a m p l e  Lon 10s terrnlnos del Acuerdo con LSAID 

I (1, 1 1 t h  ~ d d r ~ s  p lr 1 L S ~ C S  R ~ ~ l t a d o s  fueror reportado cn Ind~cadores para el Fortalectrn~enco Orgn~zacionai 
I ' I ~  L L ~ I  (IL \pen 1  ON(% Pact-Peru Srpt 19%) 

I I ,NLIII I L!L ~nut l l~ rac lon  dc las Act~vldades LS el s~sterna que se usa en el bomdor de act~vtdndes acrual Una 
\ L /  ILLPI 1d1 C I  I - q l ~ m a  para Rtsultados 10s nurncros van a scr carnbtados usando 10s areas corno base 



Fbta 5ecclon presenta 10s md~cadores v metodologla de recojo de 1niormacion 
para 111cdir 105 resultados el lmpacto t rnostrar el progreso del provecto de 4poyo a 
Oh(;, ~ u v o  proposito eb el tortaleclrn~ento organmcional de ONGs de acuerdo al 
PIm Cstrateglco de USAID t en Funclon del Objetivo Intemedio #4 "Strengthened 
( 1 1  q m ~ m ~ o n c d  O ~ i t r e a ~ h  del o bje tit  o estrateglco 0S2  "Incremento de 10s Ingresos 
cic la Poblaclon Pobre Los ind~cadores son 3' 

E n  la pnmera parte del documento se presenta la definition de 10s mdicadores 
>us undades de medlda v la torrnulac~on de 10s IVOs, y en la segunda, la metodologla 
para L I  recojo de la ~ntormaclon v su procesamlento 

4 DEFIiUICION DE I>DICADORES, UNIDADES DE MEDIDA e IVOs 

IiVDIC ADOR # I  SISTEM 4 DE GESTION EN FUNCIONAlMIENTO DE LAS 
ONG5 

El ~ndrcador Ststerna de Gestion en fbnc~onamlento mrde la capacidad 
dcsxrollada en las ONGs para tormular v aplicar adecuadamente 10s sub-s~sternas de 
PL,\;VC \MIENTO INFORILIACION CONTABILIDAD y FMANCIAMIENTO en 
\us orgmrzac~ones Este indlcador se subdivrde en cuauo sub-indicadores 
corr~spond~entes a cada sub-slstema 

I)rrIwwN 
LI sub-srstema de PL AYE 4MIE\TO comprende 5 variables a tomar en 

LUL17LJ 

I ,  P L  \ Y E  \CIIEhTO ESTRATEGICO 
SL ent~cnde por planiticaclon estrcltegica la capacidad para Formula apllcar v 

rL\ ~ s ~ i r  1111 Plan Cstrategco en la conduction de la ONG Venficamos la apllcacion de 
1111 PI ln Estratcgco en la rnedda que los provectos que se d~seiian v ejecutan 
[ X ~ ~ ~ L ~ I O ~ I ~ ~ C I I ~ L  son ~onmten tes  con 10s objet~vos estrategicos definidos 

I 0, 111d1c ;dore\ propticstos d~tiercn en p3KC cfe 10s md~cndores contemplados en el marco l o g ~ c o  del 
pro\ L L N I  prcxnrados ~n el Plan Global en 1994 Las mod~ficaclones se han reai~zado en respuesta a la 
rcm-elil~rr 1 clc I J S A I D  \ el rcspcctlvn Plan Cbrrateg~co 1997-1001 





1) I Ll P IC-0  \LC 4UZ ADO DE LOS PROYECTOS se refiere a la medlclon final 
clc lo> lndudores dsi proposito que nos rnuestran sl hub0 o no lmpacto 

2 I \ T GI- I \ 1  [E\TO DE L AS ACTIVIDADES Y EVALUACION A NIVEL 
1 5 TITL C I0 h XL se refiere a1 monltoreo de las actlvidades plmficadas que 
In \  o l u ~ r a n  1 toda Ia 1nstituc16n v no a un provecto en particular, y a la evaluation del 
losro ~ i e  O C I L I I L O S  tamblen a nivel mst~tucionai 

[ \ I D  ID DF V E D I D A  No de ONGs 

It 0 420 OhGs tienen un Sub-sistema de informac~on funcronando a1 final del 
pro \  c ~ r o  

DFFIUICION 
Dentro del sub-slstema de contab~l~dad consideramos 2 variables SISTEMA 

D C COhT AB [LID AD confiable v transparente y uso de mecmsmos de CONTROL 
INTERhO 

I )  SISTE\lA DE CONTABILIDAD 
L13 Contabilldad de cada ONG debe permitlr realizar un rnanejo contable 

~n~tltucional confiable y transparente, en el cud se distingan gastos dlrectos, gastes 
~nd~rcctos  por fuente v por proyecto El uso del SISCONG o de algun otro software 
sln111~r permlten este tlpo de rnanejo 

2 )  CONTROL INTERN0 
\hdc la lmplantaclon v hncionam~ento de mecanismos de Control Inierno 

para 11xdlzar Ia utillzacion de fondos y el destlno de 10s b~enes y serviclos 

V U I D A D  DT tIEDIDA, Uo de ONGs 

I \  0 -420 ONGs tlenen un Sub-sistema de contabilldad func~onando a1 final del 
pro\ c ~ r o  

I)TFI\ICIOU 
Cn LSC wb-blsterna distlnguimos dos variables DIVERSIFICACION DE 

I 1 I-\ f CS Jc financramiento v L 4 kt 4GUITUD DE FONDOS que adrnlnistra la 
O'.(I 

I r I)[! CRSITIC ACION DC TbEUTES 
LULI ah tu~ntcs  dc tin;lnclamiento para 10s proyectos de las ONGh sign~fica 

Incno\ cicpcnd~nc~a dc una determmada agencia de cooperaclon y por lo tanto 



rlr : ,n orgnlzacional mtt: e l  entualrs zmblos de polit~cas de esm I'uentes 
.fo~jmr~s h c  rnt~ende que ias ONGs por lo menos deben acceder a una nueva fUente 
JL wianClamlinto para Iograr diverslficacion 

2 I \ C  RCCIC\TO EU L A  ClACNITLD DE LOS FONDOS 
El Incrcrnento en la rnagnrtud de 10s fondos conseguidos por las OhGs para la 

~ j , c ,~wn  do 10s provectos 2s un segundo elemento de financiamlento a cons~derar 
C o n ~ , b ~ m o s  clue por lo menos ias ONGs deben mcrernentar un 30% 10s iondos que 
i n m ~ l m  

11 0 430 ONGs tlenen un Sub-slstema de financ~amlento en hncionamiento a1 final - 
c f t l  ~ roc tc to  

5 CONOCIMEINTO DE LOS MEJORES PRACTICAS 

DFFIUICION 
Hat dos variables para definlr este sub-slstema 1) La recepclon de 

41511 ~ia t~zac~ones  de provectos o evperlencm evltosas de ONGs y 2) partmpaclon en 
Ias wsant~as donde mlernbros de las ONGs revlsan estas evpenenclas evltosas en el 
Cr111130 

1 )  RECEPCION DE ESTLDIOS DE CASOS 
Las ONGs tlenen la oportunldad de conocer las evpenenclas de otras ONGs o 

o t r x  organlzmones 

1) P lRTICIP4CION EN PASANTIAS 0 FOROS 
Personal de Ias ONGs por rned~o de v m a s  a1 campo o la partmpaclon en 

1010, L ~ P C C I ~ O S  conocen t comprenden provectos y practicas evltosas 

l \r  0 430 ONGs han reclbldo 5 slsternatlzaclones v han vlsto por lo rnenos, una - 
cYrcrIcncu C ' Y I ~ O S ~  en el campo 



\ L  ,ntlLnd~ por Efica~la Organlzac~onal el grado de cumpl~rnlento de los 
I 05 1 mater~aies d e h d o s  por la organizaclon Se mide en relaclon a 
L L I  111 0 >ub-\lgcrnab I ) CC \IPLIMIE\TO DE PLANES Y OBJETIVOS 2) 
[<I I ) !  lc \BII,IDAD COBERTL RA POBLACIONAL v 4) COBERTURA 
( I ( 1 \ I \ 1\ cads hub-31sterna le corresponde un sub-indlcador 

1 ( I \ IPLI\IIC\TO DE PLAUES E OBJETIVOS 

111 I-IUICIO\ 
\barca 21 nlt el de ejecuclon de las actlv~dades la obtenc~on de resultados y el 

Irnp,icto cilcanzado en la poblac~on objetlvo, respecto de lo conslderado en 10s planes 
opcr,ltl\os t en 10s IVOS de 10s provectos 

L \ I D  I D  DF MEDIDA Porcentaje promedio 

0-1 I \  0 LS el aumenro de Xo4 a YO/o en el porcentaje promedio del cumpi~mlento 
dc 105 planes c objeticos de cada ONG a1 termmo de la lntervenclon de cada una de 
cll i\ cn el procecto 

Dl FIUICION 
St: reticre a1 nurnero de veces de efectiva reproduccron vio adaptac~on de 

d c ~ l  nitnados modelos evltosos de propuestas de desarrollo en otras intervenciones 
pol I i mlsma u otras ONGS Se ent~ende por modelo de propuestas de desarrollo a1 
d14~ii0 Inlsrno de 10s prot ectos ya que estos se dlseiian en base a hpo tes~s  de 
I n i ~ r l  cnclon de causa-etecro Entre las replicas que rnedlrernos se encuentra el modelo 
dc I'lmficac~on Local Concertada 10s slsternas de Credrto Rural, etc 

UU 11) 1 D DE t l E D l D A  Yo de r e p i n s  v/o adaptaclones por ONGs v/o 
co~ii~~nrdadcs o d~stntob 

11 0 1-1 IVO LS 50 rcpllcas \ o adaptmones de modelos eultosos de propuestas de - 
C / L ~  11rol10 31 linal &I  provecto 



I\. 111 It 0 ,> un Increment0 promed~o de 20% respecto a1 aiio base e1 el numero 
JL  r a r n l l u  ~ t i q d l d ~ ~  ~1 ;Inal Jel proksc1o E5te IVO luego se preclsara en valores 
~ b w l u t o \  

T)TFIUICIO\ 
' 5 ~  r~ficre 3 la [ntsrvenclon de las ONGs en nuevos arnbltos geograficos 

( ctun imrdad~s t , o ijlstrltos perteneclentes a dlstrltos en condlc~ones de pobreza 
muca 

I C I D -1 0 D F VEDID 1 Yo de nuet as comunldades atendldas v/o dlstntos 

11 0 11 [VO es 200 nuetas comunldades v/o dlstntos son atendidos por las ONGs a1 - 
t i n d  del provecto 

I? DtC 4DOR #3 EFICIENCIA ORGANIZXCIONAL 

El rnd~cador de efic~enc~a organ~zacional m ~ d e  el uso raclonal de 10s recursos 
dispcmbles tundamentalrnente el uso de 10s recursos financieros v humanos en la 
obtcncron de resultados La valor~zaclon monetana de 10s resultados de la 
Intcn enclori de una ONG es d~ficli realizarla por lo tanto la eficlencia orgmzacional 
la mcdmmos rndirectamente en relaclon a 10s ingresos totales Para medlr Efic~encia 
Orgnrzacronai dlstlngulrnos 3 sublnd~ces I )  GASTOS DIRECTOS, 2) GASTOS 
INDIRECTOS y 3) GESTION DE RECURSOS FINANCIEROS 

1 EFICIENCIA DE GASTOS DIRECTOS 

Dr FlUlCIOU 
Clrdc In rvoiuc~on ds la relacion de gastos dlrectos ' sobre 10s ingresos 

I C L I P I ~ O S  para ser c3jecutaaos durante ri afio en la lnstituclon 

C C l n - \ D  DT VEDID-4 Ei porcentaje promedio 

I t  0 I-1 IVO i s  un aurnento de Yo/o a YO/o en el porcentaje promed~o de ia reiacron 
porc,ntual gahtos dlrectos ingresos recrbldos para ser ejecutados durante e1 aiio a1 
I 111 li & I  pro\ C C ~ O  LOS t alores se precisaran cuando se cuente con la linea de base de 
L S ~ L  ~ n d ~ c ~ d o r  

\r L I I I I L I I ~ L  por =;lstos dlrectos aqurilos que corresponden a gastos realizados dlrecnmente en 
I C H L  d-idcs d~ 10s pro\ cctos como son sainrlos de personal tecnlco gastos de vlajes rnaterlales 

I L ~ L I O I ~ O  to(ocop17s gnstos en equ~pos pam el ~rabqo en 10s provectos las rentas que se refieran a 
~Iqrrllcrc~ dlrcct~rnenre v~nculados con cada provecto etc 



2 f r ICIE\CI  -4 DC GASTOS INDIRECTOS 

I l f  Tl\ lCION 
\ \ I L L  la e\oIuc~on de 13 relac~on de gastos md~rectos' e lngresos recibidos Dara 

, t r  ~ l t~u tados  durants el a io  en ia wmtuclon 

I \ 1 D 4 D DT MEDlDA El porcentaje prorned~o 

I1 0 C1 Ib 0 es un decrement0 de X?6 a Y% en la relac~on porcentual promed~o de 
4 i w s  ~nd~rec tos ,  mgresos re~lbldos para ser ejecutados durante el aiio a1 final del 
pro1 L L ~ O  

3 CFICIEUCIA DE GESTION DE RECURSOS FINANCIEROS 

Dl-FlYlCION 
\I lde la relnclon porcentual de gastos ind~rectos entre gastos d~rectos 

L \I11 \D DE YIEDIDA El porcentaje prorned~o 

It 0 El [VO es un decrement0 de X% a Y% en la relac~on porcentual prornedro - 
castes ~ndirectos 1 gastos d~rectos a1 final del proyecto 
b 

\ L  - 1 1 1 1 ~  l u c  ,01110 ,33t03 I ~ ~ I ~ L L I O >  i q u ~ ~ l o b  que ze rerieren J. sctiv~dades netsmenre nstltucionales > 
I U L  1 ~ 1  lit~cdcn \cr ~mpurados J. nm,un oroxccro en panlcular Algunos ejemplos son 10s gasros en 

1 1  I I  1 0 ,  Jel pcrson~l ~ d ~ n ~ n l s t r x l \ o  Ias rcntas de alqulleres del local central de la ONG equioos que 
'~rrrrrt 111 ICIOF c ~ n t r d ~ s  L todos IOS ;;LS~OS cn rnaterlales telefono forocopias que no puedan ser 
mput idm 1 1 1  clccucton dtrccra dc ntngun protecro 



SCOPE OF WORK 

I BACKGROUND On September 30 1992, the US Agency for lnternatronal Development 
(USAID) entered mto  a Cooperatwe Agreement 527-0353-A-00-2297-00 wrth the non- 
governmental organizatron consortium "Private Agencies Collaborating Together" (PACT) to 
rmpiement the "Project for Support of Non-Governmental Organizatrons" (PVO Support Project) 
herernafter referred to  as the Project, for an amount o f  USS13,600,000 over a perrod o f  six 
years (September 30, 1992 - September 29, 1998) 

The purpose o f  the  Project is to promote the socral and economrc development o f  the poorest 
populatron, wrth the  assistance of NGOs working in the key sectors of  agrrculture, mrcro- 
enterpqlses and health 

The rnrtral d e s ~ g n  o f  t he  Project had the following purposes I) increase the  amount o f  investment 
and the Impact o f  the  programs being implemented b y  NGOs rn the agriculture, micro-enterprrses 
and health sectors, and 11) strengthen the rnstrtutional capacity o f  the NGOs so they work more 
effectrvely wrth communrty organizations in providing services 

In order t o  achieve the  said purposes, the Project rncludes actrvrt~es in ~nstrtutronal strengthening 
and subgrants t o  t h e  partrcipating NGOs for rmplementrng projects in the agriculture, mrcro- 
enterprrse and health sectors 

In addrt~on, the Project ~ni t ia l ly  considered partrcipation rn the PL 480 T ~ t l e  I1 food assistance 
program o f  USAIDIPeru, rmplemented by CARE, CARITAS, PRISMA and ADRA/OFASA in order 
to improve the rnformatron system and monrtoring o f  the food assrstance program 

The Cooperatwe Agreement strpulated that  at the end of the first year a formatlve evaluation 
shall be made Thrs w a s  carrred out In May  1994, resulting rn an amendment to  the Agreement 
(Amendment 6) The amendment wi thdrew PACT from partrcrpatron In the food assrstance 
program, and focused the P r ~ j e c t  exclusrvely towards ihe  rnstrtutronal strengthenrng o f  NGOs, 
rn which the subgrant program would functron as a component o f  the strengthening process 

In add tron the Amendment stated the need for PACT to formulate a strategrc overall plan for 
the Project In order to have properly defrned l ~ n e s  of actron along whrch the annual plans were 
to be drrected as wel l  as to carry out  a medrum term evaluatron o f  the Project which 1s 
proposed rn these Terms o f  Reference 

In the first half o f  1994 the Project p rov~ded subgrants of about USS3 3 ml l l~on to a group o f  
NGOs for  tr;e rmplementatron or 14 community development projects In health and mrcro 
zfl zrcrlse 'ur,;f;;;~n,ally ~n t r ~  3 e p a r ~ 1 1 1 e n i s  or Lajamarca Ayacucho Cusco Arequrpa and 
Huancavellca and to t w o  consortra o f  NGOs f rom Ayacucho and Cajamarca respectrvely for 
the rmplementat~on o f  t w o  projects for rnstrtutronal strengthening o f  t h e ~ r  members (See Exhlblt 
1)  



~n 1994  the Project Management U n ~ t  (PMU) submrtted the overall s t ra teg~c plan for the Project 
to USAID (see the logrcal framework ~n Exhibit 21, ~n whrch the subgrant and rns t~ tu t~ona l  
strengthening programs were emphasized, and o n  the basts o f  whrch the Project IS currently 
bemg rmplemented Nevertheless USAD budget problems d u r ~ n g  1 9 9 6  prevented the  provlslon 
o f  further subgrants Q 

In USAID's Strategrc Plan for the perlod 1997-2001, frve Strategrc Objectives have been 
presented, whrch rnclude Strategrc Objectrve 2, 'Increased Incomes o f  the  Poor" To achieve 
t h ~ s  Strategic Objectrve an lntermedrate Result 4 (IR#4), "Strengthened Organ~zat~onal  
Outreach', was inclyded t o  Improve eff tc~ency and effect~veness o f  the organlzatlons In 
prov~d lng development servrces for the target populatron (poor and extremely poor) Q 

2 OBJECTIVE OF THE EVALUATION The objective o f  the eva luat~on rs t o  a) revlew the 
performance o f  the project In terms of mstrtutronal strengthening o f  t he  partrc~patmg NGOs, b )  
determme the factors contrrbutrng t o  the performance or lack o f  ~ t ,  and c )  make program and 
p o k y  recommendatrons for t he  future d 

3 METHODOLOGY Project ~mplementatron wdl be  revrewed and evaluated wrth regard to the 
overall strategtc plan, the logrcal framework on whrch ~t IS based, and i ts  coherence wrth the 
M~ssron Strategic Objectrve # 2 

The gathering of data must  enable an objectrve apprarsal o f  results whrch have been achreved 4 
from the actrvltles ca r r~ed  ou t  (both foreseen and unforeseen) The data wtil be obtamed through 
direct observatron and f rom secondary sources, and rntervrews wrth o f f i c~a ls  o f  the partrcipatrng 
NGOs as wel l  as the benefrtmg populatron o f  the subgrant program wrll also be  used, as w~ l l  
ln format~on f rom key personnel such as offrcrals o f  cooperatmg agencres the  government freld 
staff o f  NGOs, among others a 

In the process of evaluatrng the subgrant component rntervrews wdl consrst o f  a representative 
sample from NGOs and the target populatron rn the case o f  development projects rn order to  
arrlve at the findrngs 

In the process o f  evaluatmg the ~ n s t ~ t u t ~ o n a l  strengthenmg component the unit  of analys~s shall 
C 

be the NGO and rrnpact shall be  determmed rn terms o f  the Improvement o f  ~ t s  e f fmency and 
effect~veness Effrcrency ' IS defrned as the cost of adm~nrstratron Effectrveness IS defined 
as the success ~n meeting goals objectrves and target groups 

In the absence o f  svstematrc base line ~ n f o r m a t ~ o n  samples may be used from NGOs and @ 

communrtles w ~ t h  s ~ m ~ l a r  character~strcs to those evaluated but  whlch have not  par tmpated In 
the Project Thrs wrll al low the establishment of drfferences w ~ t h  respect to partrcrpatmg Or non 
part~crpa trng NGOs and populatrons 



4 DESCRIPTION AND SCOPE OF THE SERVICE 

The Consultants shall carry out  the followrng responsibrl~tres 

1 Review and analyze the feasrbrl~ty o f  Project des~gn  
1 1 Purpose, objectrves results and actlvrtres 
1 2 Assumptrons 
1 3 The compatrb~lrty o f  the Project w i th  SO2 and the IR#4 

2 Revrew the effgctrveness of the Project's rmplementatron 
1 lnstitutronal strengthenmg 

2 1  1 Desrgn and contents o f  the trarnrng modules 
2 1 2 Determrnat~on of whether the design of the  strengthenrng program 

responds to the needs and demands o f  the "market" In which  the NGOs 
- are operatrng 

2 1 3 Form and methods used for  tramrng NGO staff 
2 1 4 Technrcai assistance and follow-up wrth trained NGOs 
2 1 5 Reasonableness o f  the cost  of program rnterventlons 
2 7 6 Sustarnabrlrty o f  the program for rnstitut~onal strengthenmg upon the 

completron of the Project Poss~bdlty of deve/oping stmdar rnst~tutional 
strengthenrng programs 

Subgrant Program 
2 2 1 The agrrcultural health and mlcro-enterprrse actrvrtres rmplemented by the 

subgrants ( 1  6) Revrew the des~gn  of the  projects and them 
1 ~mplernentatron lmpact attarned and reasonableness o f  costs A t  least 

frve development projects wrll be vrsited, t w o  In Cajamarca, t w o  In 
Ayacucho (apart from the t w o  rnstrtutronal strengthenrng projects o f  the 
CIPDER and CIDRA consortra) and one In Cusco or  Arequrpa 

2 2 2 The prolects for rnstrtutronal strengthenrng rmplemented w ~ t h  subgrants 
b y  the NGO consortra CfPDER and CIDRA In Cajamarca and Ayacucho 
respectrvely shall be vrs~ted to directly ascertam therr results The desrgn, 
~mplernenta t~on rmpact susta~nabr l~ty and possrbilrtres of  repl~catrng 
s~mrlar projects shall b e  analyzed as well as the relevance and rmpact o f  
tncludrng In the program for rnstrtutronal strengthenlng the purchase o f  
equ~prnent  and other s ~ m ~ l a r  expenses 

3 Apprarse and evaluate the oraan!zsrlon and a d r r ~ ~  s:-ltron o f  the PMU 



Revrew the overall cost of the Project In relatlon to the results and Impact obtarned to  
date and the lrkely results and effects to be obtamed by the end o f  Project Analyze the 
sustarnabrlrty o f  the Project and cost-effectiveness in comparison wrth other alternatrves 

The revrew shall In addrtion consider and answer the followrng questions 

v 5 1 Coherence of the Project 
'. 

Are all the results outlrned necessary to fulfrll with the Project's object lves~ Are - the results plus the assumptions producing necessary and adequate condrtrons 
I to achleve the Project's object~ves? t 

- Are the results being clearly expressed7 Is the responsrbrlrty for the results 
defrned? 

- Are the actrvrties both necessary and suffrcrent (rncluding the assumptrons) to  a 
obtain the results? Do the actrvrtres define the strategy being used7 

- - 1s;;; relatlonsh~p between Inputs and actwltles reasonable? Are Inputs bemg 
>effrcrently? Are activities useful for the achievement of  results7 - 

- Are the rndicators at the objective level defined w ~ t h  respect to quantrty, d 

quahty and trme? 

- What development hypotheses can be used to define the Project7 

Are the hypotheses rmplicrt rn the current design of the Project realrstrc? 

- Is the current design reallstlc, reasonably flextble, clearly feasible? Does ~t 
~nc lude adequate human, material and financial resources7 

5 2 Information and M o n r t o r q  System 
r - 

Is the information system adequate for managing the Project7 

Is there control o f  inputs and measurement of  results7 Does the informatron 
system enable a follow up o f  the costs of actrvrties in relabdon to th? resdts' 

'L 

Are the methods used to obtain the base lrne informatton for the NGOs In the 
institutronal strengthening program and for the target population In the 



subgrants program reasonable In terms o f  costs trmlng and pract~cabi l i ty? 
Does ~t measure the knowledge, attrtude and practrces of the NGOs7  

Does the information system differentlate between data collectron and 
report ing? Does rt analyze the findrngs, present conclusrons and 
recomrnendatrons analyze unexpected results, explain reasons for delays In 
results and propose corrective measures7 Check USAID reports In part~cular 

Is t h e  PMU using the informatton system to  p rov~de  feedback, or correct the  
Project coverage? 

.1 I 

I 5 3 lmplementatlon o f  the Project Subgrant and rnstrtutlonal strengthenlng 

\ programs 

- Is there a clear theoretical framework on whlch t h e  strategy and rnodus 
operand1 o f  the Project 1s based? Is there a clear future outlook Into the state 
o f  t h e  NGOs after the rntervent~on o f  the Project? Is there a clear deflnltron o f  
the ro le t o  be  played b y  t h e  NGOs rn nat~onal  development and what  their 
functrons must  be7 

Has the  Project had posrtrve and relevant results' Whlch ones7 Up to wha t  
polnt  has compl~ance wl th  the  speclf~cattons been attatned7 Why or  why not7 

Are the results reasonable rn terms of costs7 

To w h a t  degree have the forecasts been achreved and w h a t  is  the outlook for 
the who le  Project? What other achrevements have been made? 

Is any dragnosls or framework being used to ldentrfy the  requirements of the 
most  important sources o f  financial support for deslgnrng the rnst~tutronal 
s t rengthen~ng program' Are the results useful In determrnlng the w o r k ~ n g  
strategy o f  the Project? 

What actlvlties are relevant to  the purposes of the Project7 

Has the subgrants Program achieved posrtive results? Is the cost  beneflt 
reasonable both In f ~ n a n c ~ a l  cesr and the level of effort expended by  the P M U '  

Are there procedures for the rnternal evaluatron o f  results Costs and 
strategies? 



Have the obstacles whrch hlnder progress towards  the objectrves been 
determmed' 

I f  there are any unexpected results what are they and  wha t  caused them? 

d 
Are there any proposals or plans for the future sustarnabrlrty o f  the Project, In 
the sense o f  transferrrng the capacity to  offer trarnrng servrces and technrcal 
assistance t o  the NGOs for mstrtutronal strengthenrng, t o  any natronal entrty, 
such as may be the case of the consortia CIPDER and  CIDRA? . 
W h a t  IS the perception of t he  benefrcrary NGOs, wtth respect t o  the mos tC  
important sources o f  assfstance In the country, and t h e  central government 
entrty whrch handles NGOs (The Secretariat of T e c h n ~ c a l  Cooperatton of the 
Minrstry o f  the Presrdency) Has the Project enhanced their capabrlrtles wrth 
respect t o  these? 

-- f' 6 
, : -,f 5 4 Project organrzatron and admin~stratron 

L G  I '  

f ,  
I 

- Does the  Project have an approprrate organrzatron and personnel for rts 
rrnplementatron7 

- 
Q 

W h a t  rnstrtutronal strengths and weaknesses does t h e  PMU have7 

5 5 Coordinatron wrth USAlD 

Is there suffrcrent f low o f  communication and coordrnation between the PMU 
and USA10 wrth respect t o  decisron makrng7 5 

H o w  IS the relatronshrp between the PMU and USAID characterrzed or defmed 
operatronally? Are the mechanrsms for coord~natron adequate' 

6 Apprarse the 1997 Annual Work Plan In the context of rnstrtutronal strengthening and a 

outreach objectrves 

7 Formulate conc lus~ons and recommendatlons as detailed as posslble Recommendations 
should lnclude explanations on the methods to be  used whose responsrbilrty it wdl be 
and when  i t  s h o u l d  be  ~mplemented Recommendat~ons should be desrgned to 

t 

11 Make recommendatlons for adjustments to the  project in  such a way  that it IS ln 

agreement w l t h  the SO2 and conrrtbutes to the IRX4 in a reasonably cost effective 
manner 



1 1 )  Define the results necessary t o  attain the goals of the Project 
III) Defrne whrch actrvitles should cont lnue and w h ~ c h  should b e  modrfied or elrmrnated 

to ensure the attainment o f  the  results defrned In paragraph 11) above 

5 LEVEL OF EFFORT 

For the rmpiementation o f  thrs servrce, the Consultant shall provlde the  followrng 

I A professional for 3 0  workmg days as Chref of Party, 25 days w~ l l  be spent In Peru and 
frve days a t  the Consultant's headquarters preparrng the frnal repor t  
t 

The C h ~ e f  o f  party must be a socral screntrst preferably a n  Econom~s t  w ~ t h  at  least 
a Master's degree (or h~gher )  In development, have a t  least 1 0  years experrence in 
the f ~ e l d  a t  least five years experrence In the evaluat~on o f  USAlD projects, at least 
five years proven experrence workmg wrth NGO organizat~onal strengthenmg and 
comrnunrty development projects rn Latrn Amerrcan countrres (preferably in Andean 
countrres), and must  speak and wr i te  Engl~sh and Span~sh 

2 A n  expert in t h e  field of development or  adrnrnrstrat~on for 25 workmg days t o  assist the  
Chref o f  Party 

The expert  mus t  have at least 1 0  years experrence, at  least three years experrancr 
workmg wrth NGOs and cornrnunrty development projects In Latm Amencari 
Countrres (preferably Andean countrres) and be fluent in b o t h  wrrtten and spoken 
Span~sh and Engl~sh 

3 The Consultant wdl be responsrble for  all typrng, translat~on, reproduct~on,  travel and any 
other needs o f  t he  evaluat~on servrce The Evaluatron Officer w~ l l  undertake all necessary 
actions for the complrance of provlsrons In the Scope of Servrce sectron, testrng the 
indrces test ing assumptrons co l lec t~ng rnformatron by w a y  o f  observatrons and 
Interwews analyzrng rnformatron and presenting conclusrons and recommendatrons 

In thrs regard prior to commencement the Consultant shall present a proposed workplan 
schedule of a c t ~ v r t ~ e s  w h ~ c h  wrll be useful for arranging and settrng up rntervlews wrth the  
varrous USAlD and  PMU offrcrals 

A s  a result o f  rts work and upon completron of the evaluatron the Consultant wrli present to 
USAlD an  originah and erght coptes o f  each version of the Evaluation Report in English and 
Spanrsh The Report shall contain an executive summary consistlng o f  n o  more than four pages 



and In separate chapters the fmdlngs specrfrc answers to questions o f  interest, conclusions and 
recomrnendatrons The Consultant shall also present the evaluation summary information the 
form USAID EVALUATION SUMMARY ' This summary shall also be presented In both  
languages and on diskette accordmg to USAID format processed on  Wordperfect 5 2 

The Consultants shall present to USAID and the PACT PMU 

1) The final work plan four days after to  the commencement of the servlce, counted 
as from the date of  arrlval at  Lrma 

2) A prellrninary brrefing on the results of  the evaluatron t o  Mlsslon Management and 
the Strateg~c Objective Team, and a version of a draft final report, rn Spanish, on the 
25th day, upon w h ~ c h  USAlD and the PMU will present comments and 
observations 

3) The draft o f  the final report whlch shall be delivered t o  USAIDlPeru withln three 
days after recerpt by  the Consultant of  the comments and observatlons made by 
USAID In the same manner, USAID and the PMU will present comments and 
observatlons on thls report 

4) The Final Report shall be presented w~th rn  two days after the Consultant's receipt 
of the observatrons of USAlD 

7 DOCUMENTS TO BE SUBMITTED 

Upon srgnrng of  the contract, USAID shall supply the Consultant wrth the fo l low~ng 

Project Description 
PVO Support's Cooperation Agreement 
'Shake Down  Evaluatron Report 
The Project's Overall Plan 
Annual Plans for 1993, 1994, 1995  and 1996 
Annual Progress Reports 
Subgran t Agreements entered into w ~ t h  NGOs and logical framework of development 
prolects 
Document of the Strategic Objectrve # 2 of the Strateg~c Plan for 1997-2001 o f  
USAID/Peru along w ~ t h  proposed tndrces for the PVO Support 

The remaining available ~ n f o r m a t ~ o n  w ~ l l  be supplied to the Consultant by the PMU the Project s 
Coord ina t~on  Offrce a t  USAlD ( O R 0  FFD) and upon  arrival In Peru b y  the benef~crary  NGOS as 
~t relates to t h e ~ r  needs 

8 SELECTION PROCESS 



For the selectron process b~dders must submit technical and f inanc~al proposal consrstlng of  

Understandrng of the servlce requ~red, comments and contrrbutrons 
Proposed methodology, ~ncludrng a proposed schedule 

0 Currrcula of  evaluation officers proposed 
Detarls of  the Contractors's experience and capaclty to provide the servlce of  project 
evaluation in the area of  ~nst~tutronal strengthenrng and development rn Latm Amer~ca 
Fmancral proposal 

9 SCHEDULE 
! 

Day ACTIVITY 
1 Arr~va l  rn L ~ m a  
2 lnterv~ews wrth USAID and PACT offrcrals 
4 Dellvery o f  Flnal Work Plan 
6 Commencement o f  Consultants' journeys, up to 12 days at least per Consultant vrsrtmg 

projects 
25 Meetings wrth officials from USAlD and PMU for the presentation of  Prelimmary Report 

(prior to the Draf t  of  Final Report) Consultants return to t h e ~ r  head office 
36 Delivery o f  Draf t  of Fmal Report to  USAID/Peru and PMU 
46 Dellvery o f  Final Report to USAID/Peru 

NOTE Business days ~nc lude Saturdays 



PERU - EVALUATION OF PACT'S PVO SUPPORT PROJECT 

Work Plan 

June 1997 

Mon , 13 
S 00-8 30am Arrive USAIDPeru office 

S 30-1 1 OOam Briefing at Embassy 

1 1 00-1 OOpm Meet wlth USAID reps Robert W~Ison, Chief, Food Divis~on, 
Mmam Choy & Jaime Correa, Project & Program 
Development Office, George Baldlno, Stan Stalla, Juan Robles, 
PVO Support Coordinator 

2 30-5 OOpm 

Tues , 24 
8 30-9 OOam 

Wed,  25 

2 OOpm 

2 30pm 

hfeet w ~ t h  PACT Project Dlrector Kris Merschrod & staff 

Courtesy vlslt to USAIDP Dlrector Donald Boyd & Deputy Director 
Joseph Lombardo, accompamed by Robert Wllson and Juan Robles 

Meet wlth K Merschrod re field visit schedule 

Interview w t h  George Baldino 

Document review, finalize Work Plan 

Present final Work Plan to Juan Robles 

Meet w ~ t h  Jeff Borns 

Finalize arrangements for field visits 

Thurs , 26 
Finallze data collection instruments 

Fri , 27 
9 OOam 

9 35am 

10 ;Can 

12 OOn 

Ed & Joan depart Llma vla Aerocontmente #I073 



3 OOpm 

4 OOpm 

6 OOpm 

Sat,  28 
8 OOam/ 
7 OOpm 

Sun, 29 

Mon , 30/ 
Tues , 1 Jul 

Wed, 2 
7 OOarn 
7 35am 

Interv~ew CIDRA Director & Coordmator (Instltutlonal Strengthening 
consortium) 

CEAA-INTI, Arlstlon Tlnoco, Juan Yaurl & Indolesro Qu~spe (sub-grant for 
Ag Exten & Credit, ECFAM baselme, SISCONG 

Group lnterwew wlth Red de Contadores de A v a ~ i ~ ~ h o  

T r ~ p  to Igua~n & Huanta - TADEPA Ehz Leon, 
Florenclo Hmostroza, Euseb~o Caycho, Severo Tmeo & PPAL facll~tator 
(sub-grant for ag exten & credlt), Mayors (PPAL) 

Rest 

All day - mtervlews w ~ t h  varlous partlclpatlng NGOs 

Chlrlpaq = Tarclla R~vera (sub-grant from Promovlendo) 

CEDAP = Carlos Alvlar & Sr Carrasco (member of CIDRA, participated In 
Nabonal NGO Conf) 

PALDE = Elva Poso 

Vecmos = Andres Solar1 & Yacarno V~zarreta (sub-grant, member of 
CIDRA, Capac Baslca, PPAL, ECFAM, National NGO Conf) 

IER = Carlos Lo~za, Manuel Anaya (sub-grant cancelled In 3rd month, 
Capac Bas~ca, SISCONG, Nat~onal NGO Conf ) I 

IDES1 = Jorge Coronel 

C P P D  = Hugo V~vanco 

Ed & Joan depart Ayacucho vla Aerocontlnente #I072 
Arrive Lrma 

Office work & prepare for trlp to Cajamarca 

Thurs , 3 

Frl , 4 
7 OOam Ed & Joan depart Llma vla Aerocondor $721 
8 30am Arr~ve Cajamarca 



9 OOam 

12 OOn 

1 OOpm 

1 OOpm 

3 OOpm 

3 OOpm 

5 OOpm 

Sat ,  5 
8 OOam 

(all dav) 

Sun,  G 
9 OOanl 
10 30am 
2 20pm 
5 OOpm 

Mon , 7 

Group lntervlew wlth CIPDER & participating NGOs (Institut~onal Streng 
consortium, PPAL, coordlnatlng Reglonal Feria for D~strlct Plans) 

Lunch 

Joan - Interview wlth CIPDER Dlrector & Coordinator 

Ed - Interaction in Health = Hugo de la Cmz cc iIan Kok (PPAL partners) 

Interwew wlth Ollnda Guevarra, Pres , & Ullses Linares, newsletter editor of 
the Red de Contadores de Cajamarca 

Ed - Trip to San Bernadlno, CEDEPAS sub-grant = Feder~co Tenorio, Mayor 
of San Bernadlno (Dlstrlct Plan), members of FONDER (credit strategy) 

Joan - Trip to La Encaiiada y Namora, ASPADERUC = Pablo Sancgez & 
Mario Caceres (sub-grant for ag exten, FONDER member, ECFAM, 
SISCONG) 

(Joan remains In Cajamarca) 
Ed departs Cajamarca vla Aerocondor $722 
Ed arrlves Lima 
Ed departs Lima Aeropem #493 
Ed arrives Arequipa 

Joan In Cajamarca = Rondas Carnpesmas = Segunda Castejon & 
Melqulares Marin (sub-grant from Promovlendo, cred~t & ag exten ) 

Asociaclon Mujer y Famiha = Cecilia Barrantes (CIPDER member & 
trainmg) 

R a n  = Jose Armas (CIPDER member) 

IDEAS 

FONCODES = Reg~onal Dl1 ector 

Ed in Arequ~pa = T r ~ p  to Ch~vai Valle del Colca (overnight), CaPRODA = Rene 
A p u a  (sub-grant for credit) 

Tues , S 
9 OOam Joan departs Cajamarca vla Aerocondor #722 
10 30am Joan arrlves Lima 



In Arequlpa Ed vlslts NGO sub-grantee (CAPRODA) 

Wed, 9 
12 OOn Ed - returns to Arequ~pa, afternoon at CMRODA 

5 40pm Ed - departs Arequipa via Aeroperu #494 
6 5jpm Arrives L ~ m a  

Joan - interviews in Lima 
INPET = Cesar Delgado (sub-grant & credit program) 

Thurs , 10/ Interv~ews In Lima 
Fri , 1 1  

CRS (sub-grant) 

COPEME (NGO consortium, mmo-credi ~t, SISCONG, pasant 

ANC = Federico Arnllas 

SECT1 = Magdalena Fajardo or Dora Solari, D~rec  Nacional de ONGs 

GTZ = Juan Carlos Gastaldi or Christian Burtre 

Fondo Contravalor PerdCanada 
COSUDE = Coop Su~za  = Karen Bruger or Marta Velasquez 

CEMPRO = David &badenelra 

Atinchek = Juan Arce or Roclo Lenao 

Fondo Japones = E d ~ t h  Kwan 

Fondo Cornunidad Europea = Gonzalo Pajares & Jean Marie Abes 

Sat , 12/ Preparation of prel~rninary draft report 
Tues , 15 

Wed, 16 Debriefing with USALD & PACT, presentat~on of prelimlnary report 

Thurs , 17 
8 I5am Joan & Ed depart Lima for M~ami vla American #2110 



MAJOR TOPICS FOR R E N E W  

The evaluation team has designed its overall approach in accordance with the Scope of 
Work agreed upon In the present contract with MSI The team's efforts will result In 
specific tindmgs which, In turn, will be the basis for the conclusions reached and 
recommendations offered Areas of lnqulry will ~nclude 

Feasibility of the Project design as originally envisioned and as it has evolved 

Effectiveness of the Project's lmplernentation 

a Institutional S trengthenmg 
- Tramng 
- Techn~cal Assistance & follow-up 
- Cost of Interventions 
- Sustainability 

(interviews wlth the 2 consortia subgrantees) 

b Subgrant Progrdm 
- Project deslgn, ~mplernentatlon, Impact and cost 

(~nterviews with 10 subgrantees) 

Organlzat~on and adrnln~stration of the PMU 

Overall cost-effectiveness and sustainabil~ty 

Specific questions 

a Coherence of the Project 
b Information and Monitormg System, analys~s of baselme instruments 
c Project lrnplementatlon (subgrants and lnstlt strength ) 
d Project organization and adrnlnlstration 
e Coordination with USALD 

Objectives of the 1997 Annual Work Plan (~nstlt strength and outreach) 

The team will pay particular attention to the following general toplcs 

A The role of NGOs in nat~onal development 

B D~fferential effects in terms of the reiattve mst~tutional strength, efficiency and 
eifectweness of the NGOs that have part~c~pated In the various Project approacnes, 
lncludlng instltutlonal suengrnening grants, pojecr subgrants, basic trarnlng, 
partxipatory planning at the local level, technical assistance & follow-up, 
SISCONG If possible, measurement of impact In NGOs already strengthened in 
accordance with the indicators ~dentlfied 



C The use of subgrants 

D PklU management and administration 

E Alternatrve strategies employed by other donors 

To gather the necessary data, the team has des~gned a methodology whlch includes the 
following elements for whrch the appropriate instruments will be used 

1 Document revrew 

2 Key lnforrnant interviews 

3 Group rntervlews 

4 Focus group mtervrews 

June 25, 1997 





ANNEX D 
DOCUMENTS CONSULTED 

f roject Paper, PVO Support Project (No 527-0353) May 1 1992 

Cooperatwe Agreement and Amendments 1-7 PVO Support Project September 30 1992-Aprd 
1996 

Shakedown Evaluat~on Report, Peru PVO Support Project Donald Swanson May 1994 

Peru Performance Mon~toring System Development Draft Final Report Management Systems 
International (MSI) October 1996 

Peru Performance Monltor~ng System Fmal Report MSI May 14 1997 

Performance Ind~cator Matr~x IR2 5 USAIDPPMP 96 

2 PACT PERU 

Plan Global para el Perlodo Octubre de 1994 a Setiembre de 1998 Proyecto de Apoyo a ONGs 
PACT PMU 6 de octubre de 1994 

Marco L6glco del Proyecto de Apoyo a ONGs y Presupuesto por Activldades Octubre 1994 

The Evolut~on of the Geographic Focus, PVO Support Project Actlvltles 1993 Through 1997 
W ~ t h  Regard to the GOP 419 Poverty D~st r~c ts  January 1997 

Strateg~c Plan for Period August 1994 to September 1998 August 5, 1994 

Second Annual Work Plan for Perlod October 1993 to September 1994 December 1993 

Plan Operatwo Aiio F~scal 1994-1995 I995 

Plan Operativo Aiio F~scal 1995-1996 1996 

Plan Operativo 1997 - Aiio F~scaI 1996-1997 Enero de 1997 

F m t  Annual Technical Progress Report for Penod October 1992 to September 1993 December 
1993 

Annual Techn~cal Progress Report, October 1994 to September 1995 

Cuarto Inforrne Tr~rnestral AGO F scal 1995-1596 

Lnforme Sobre Actlwdades Proyecto de Apoyo a ONGs, Sus Metas y Logros 1996 Febrero 20 de 
1997 



Segundo Informe Trimestral, Aiio Fiscal 1996-1997 

Relacion de ONGs Participante de las Actlwdades del Proyecto de Apovo a ONGs-PACT July 
1997 

Base Llne Data on Sub-Grants ECFAM Database & Wrltten Reports 

Revlsion Financlera de Gastos Locales del Programa de Donaclon USAID Perlodo del I de 
Octubre 1992 a1 30 Set~embre 1995 

LOP Budget vs Expenses, Period October 1, 1992-September 30,2000 May 1997 

Propuesta de Capacitacidn Integral para ONGs, Taller de Gerencia Financlera, SISCONG 
Sistema de Contabilldad Institucional para ONGs, y Programa de Planificaclon Partlcipativa 
en Ambitos Locales PACTPMU brochures B 

Programa de Capacitacion para ONGs que Trabajan en el Fortalecimiento de la Democracla en 
el Pals Programa e Informe Final 

Programa de Capacltaclon Basica para ONGs Evaluaclon de 10s Cursos-Talleres Gerencia para 
el Desarrollo Institucional y Diseiio y Evaluaclon de Proyectos (Documento Smtesls) 

La Gestlon de ONGs, Una Vis16n Pr~mer modulo del Programa de Capacitacion Basica 

Evaluaclon de la Metodologia de Planeamiento EstratCglco, SER, Huaraz Sylvia Matos 26 de 
marzo de 1997 

Evaluaclon del Diseiio de Proyectos con Marco Logico, CARITAS DIOCESANA, CARE, CEDER, 
CAPRODA, IDEMA, CIID Sylvla Matos Marcelo, Mana de la Luz Morgan March-July 1997 

Modulo de Capacitacion en Contabilidad, Administration y Comercializac~on para el Sector 
Rural Perfil de Proyecto 

Documento de Trabajo No 1 Actividades para Optlmlzar el Area Admlnlstrativo Contable de las 
ONGs 

Documento de Trabajo No 2 Software de Contabdldad para ONGs 

Docurnento de Trabajo No 3 Programa de Capacltacion Admlnlstratlvo Contable 

Documento de Trabajo No 4 Evaluaclon del Programa de Capacltaclon Admnistratwo Contable 

Documento de Trabajo No 5 Lineamlentos de Optlm~zacion de la Capacitaclon Admln~stratwo 
Contable 

Documento de Trabajo No 6 Taller de Gerenc~a F~nanc~era y Control Interno para ONGs 

Indlcadores para el Segulmiento del Desarrollo Organizacional 9/12/96 



Mernona Puno Taller de Gerencla F~nanc~era v Control Interno para ONGs 

Partlapantes a la Pasantla de Cred~to por Departamentos Lista 

Pasantla de Intercamb~o de Exper~enc~as de Cred~to a FONDECAP-Arequlpa del 3 1 de octubre a1 
9 de novlembre de 1996 Programa 

L ~ s t  of NGOs involved In Part~clpatorv Plannmg w~th Districts 

Termmos de Referencla para Facll~tadores Locales y El Proceso de Plan~ficaclon 
Partlclpatrva en Ambltos Locales Propuesta a MIPRE 9 de mayo de 1997 

T6rrnlnos de Referenc~a Segunda Medlclon de "Econom~a de la Farn~lla Campes~na " 

Mernona, I Curso Taller a Promotores de la Planlficaclon Partlc~patlva en Amb~tos Locales 

Brlefing Paper for MSI Evaluatron Team PVO Support Project June 1997 

Timehe - PACT PVO Support Project July 1997 

Strateg~es and Goals for the PVO Support Project Memo from PACTPMU D~rector to MSI 
Evaluation Team July 10, 1997 

3 PACT GRANTEES 

Conven~os de Donacion entre PACT y ASPADERUC, CADEP, CAPRODA, CEAA-INTI, CEDAS, 
CEDEPAS, CIDRA, CIPDER, COINCIDE, CRS, EDAC-CIED, IER-JMA, ITDG, 
PROMOVIENDO, TADEPA, Vecmos Per6 Apnl 1997 

Informes de las Evaluaclones a Los Proyectos, Proyectos Ejecutados por ASPADERUC, CADEP, 
CAPRODA, CEAA-INTI, CEDAS, CEDEPAS, CIDRA, CIPDER, COINCIDE, CRS, EDAC- 
CIED, ITDG, PROMOVIENDO, TADEPA, Vectnos Peru January-June 1996 

Conclus~ones de la Evaluaclon Intermed~a Interna del Programa de Capaatac~on PACT-CH)M 

Algunas C~fras del Proyecto PACTKIDRA Junio de 1997 

Mlsi6n del CIDRA, IX Taller del D~seiio del Plan Estrategico del CIDRA Ayacucho 14-15 de enero 
de 1997 

Esquema para el Plan Estratigco del CIDRA Enero 1997 

Conferenc~a Departamental sobre Desarrollo Social en Ayacucho CIDRA 

Instltuclones Benefic~arlas Proyecto PACTiCIDRA Llst of NGOs that partmpated In workshops 
held by CIDRA 



Actlvldades de Fortaleclmlento de la Socledad C~vd  Plan de Acclon por la Infanc~a en 
Ayacucho Eje Estrategico CIDRA 

Taller de Planlficaclon Estrateglca para el Desarrollo Rural CIDRA 

Escuela de Capacltacl6n para el Desarrollo Perf11 CIDRA 

Planeam~ento Estrateglco de CIPDER 1995 

Audltor~a de las Actlvldades del Proyecto PACT-CIPDER 

El Especmlrsta Bolet~n de la Red de Contadores de ONGs de Cajamarca No 5 y 6 Abnl y junlo de 
1997 

APRISABAC, Cajamarca Ira Fena Reg~onal de Desarrollo Cajamarca Triptico 

ASPADERUC, Cajamarca Referencla Inst~tuc~onal y Tr~ptlco 

Asoc~ac~on Mujer & Fam~lla Cajamarca Planes de Desarrollo Comunal 1995- 1997 para 10s Pueblos 
Jovenes Pachacutec, Jose Olaya y el Sector Pueblo L~bre y S~mon B611var Moyopata, Santa Rosa 4t 
y Tnptlco sobre la Central de Servlc~os Mdltiples 

CEDAP V~sion de Ayacucho a1 Aiio 2005 Borrador para Pldn Estrateg~co Jun~o 1997 

CHIRAPAQ, Cajamarca Informe de Evaluaclon Flnal Proyecto Fondo Rotatono de Articulac~on 
Product~vo Comercial de Organlzac~on Rurales y Urbanas 

FONDECAP, Arequlpa Varlos documentos Resumen Instrtucional, Estatutos, Metodologla, Sistema y 
Software de Credito, Resultados de la Encuesta de Carnpo, S~stematlzac~on El Cr6d1to como 
Instrumento Financier0 de Desarrollo y de Partlcipaclon - Una Expenencia en Arequlpa, 
Constmyendo un S~stema de Cred~to para el Peru 

FONDER Cajarnarca Fondo para el Desarrollo Regional Tn'ptlco 

HABITAT Arequlpa Slglo XXI, Reseiia Instltuclonal Plan Estratdglco 

Rondas Campesmas, Cajamarca Cuadros No 14 y 15, Denunclas Realizadas por Mujeres en la 
Instituclon, Cuadros 12 y 13, Estad~stlcas Denunc~as Reglstradas Durante 10s Aiios de 
Func~onamlento de la Inst~tucion 1986- 1995 

Vec~nos Peru Tript~co 

4 OTHER INSTITUTIONS 

Normas LRgales Sobre Cooperaclon Tecnlca Internaczonal1992 VoI 1 Presldenc~a de la 
Republlca Inst~tuto Nacional de Plan~ficac~on 1 de abnl de 1992 



Regrmen de Devolucron del ZGV e IPM (SUNAT) y Constancur de Acogrmzento (ENAPU o 
CORPAC) Formularros 

Elernentos de la Estrategra Focalrzada de Lucha Contra la Pobreza Extrerna 1996-2000 Drcrembre 
de 1996 Mrnrsteno de la Presldenc~a 

ANCICOPEME Peru Terntono de Oportunulades para el Mzcrocredzto Grupo de Trabajo Credito 
y Desarrollo D~crembre 1996 

CEMPRO "Escuela de Proyectos Productrvrdad Total Teona Basrca y Metodos de Medmon 
Fuentes de Fznanclamzento para Proyectos de Desarrollo Local y Gestron Munrczpal 
(Manudes), Tnptlco sobre "Cooperacron Internacronal Cursos y Manuales " folleto sobre "Diploma 
de Especralista Gestron de Cooperacron Internaclonal " 

CEPES Co'mo Hacemos 10s Estatutos de Nuestra Comunrdad Campesrna Manual de Znstruccrones 
Ramon Dominguez German Altamrrano 1992 

COSUDE Cooperaclon para el Desarrollo Peru-Sum 1995-2000 

Fondo Peru-Canada Vision y Estrategra 1996-2000, Memorra 1996 

Grupo INPET Memona 1995 El Grupo INPET Hacra el Srglo XXI Plan EstratCglco 

Grupo de Inlciatlva I CONADES Perk, Nuestro Destzno Comu'n, Vzsrones, Actores, Estrategms, y 
Consensos para el Desarrollo Socml Fedenco Arnlllas L (comp ) 

Grupo de Inlciatlva Naclonal - CONADES Peru Lucha Contra la Pobreza, ZI Conferencuz 
Naczonal Sobre Desarrollo Socuzl (Lrma, 15-1 7 juiio de 1997) Anunclo Carta de invltaclon 
del 11 de julio de 1997 del Drrector Ejecutlvo de ANC a1 Director de PACT 



ANNEX E 
PERSONS CONTACTED 

Donald Boyd, Mission Director 
Joseph Lombardo, Deputy M~ssion Director 
George Baldmo, Food for Development, Office of Rural Development 
Jeffrey Borns, Director, Office of Democratic Initiatives & Training (ODIT) 
Mlriam Choy, Project & Program Development Office 
Jaime Correa, Project & Program Development Office 
Antonieta Delgado, NGO Coordinator, ODIT 
Esau Hidalgo M , Div of Local Government, Office of Local Gov & Alternative Development 
Juan Robles, PVO Support Coordinator 
Stan Stalla, Office of Rural Development 
Came Thompson Deputy D~rector ODIT 
Robert Wilson Chief Food Division 
Harry Wing, Chief, Office of Rural Development 

PACT 

Kris Merschrod, Director 
Sarah New hall, Deputy Director, PACT~Washington 
Luis del Aguila, Microenterpnse Coordinator 
Percy Bobaddla, Tra~ning Coordinator 
Hugo Centunon, Agnculture & Participatory Planning Coordinator 
Angela Elometa, Consultant 
Allcia Rivera, Comptroller/Financia1 Manager 

NONGOVERNMENTAL ORGANIZATIONS 

CAPRODA Silvla Morena Roque, Deputy Director, Carlos R Cuadro Comproller, Jorge Barredo 
Accountant 

FONDECAP RenC Apaza Anamuro, President, Onele Ramos Perez-Albela, Project Chief 

IDEMA Guillermo Zvletcovich Masclotti, Exectutive Director, Glona Corneto, Microbiology 
Chief, Natale Moreno, Administrator 

CEDER Carlos Leyton Muiioz Director, Arturo Portilla Valdivia, Deputy Director, Juan 
Catacora Bruna, Economist 

CIID Carmen Berrocal Teran Executrve Dlrector G~lmar G Nuiiez Begazo President 

ASDE RaGl Revilla Rojas, Training Director, Vtctona Agramonte Valdivra, Health Director 
Peter Carp10 Soto, Agncu~ture Director 



Servlc~os Alternat~vos Mujer AMAUTA Marroqum C~sneros D~rector 

HABITAT 

Ayacucho 

CEAA-INTI 

CEDAP 

CHIRAPAQ 

CIDRA 

IDES1 

IER-JMA 

PAIDE 

TADEPA 

Vecinos Peru 

Alberto L~ra, Program Director 

Juan Yaurl Respon Area de Adm~nistrac~on Rolando Alfaro Pacheco Respon Depto 
de Desarrollo Instltuc~onal Raul Inostrosa Luvo, Coordmador de Campoffroyecto 
PACT 

Carlos Alvlar, D~ector Ejecutivo, Gabnel Carrasco, Presidente 

Teresa Carrasco, Coordinadora 
4 

Group Interv~ew with President Andres Solan Coord~nator Max Carrasco, plus 7 NGO 
representatives 

Emilio Carrasco, D~rector Ejecutivo 

Carlos Loayza, D~redctor Ejecutivo 

Group Interview with Elva Pozo Calderon, D~rectora Ejecutiva Cesar Gutierrez, Ing 
Agron , Benjamin Huaman, Contador, Tuho Cesar Sosa y Alberto V~llar Vega, 
Tecnicos 

Group & Indiv~dual Interviews with Florencio Hinostroza, D~rector Ejecutivo, 
Elizabeth Leon, Severo Tmeo, Hermelinda Congacha, Elizabeth V~llalobos, Juan 
Carlos, y Emesto Guevara, Coordinadores, Eusebio Caycho, Contador, Abogada 

Day-long Fleld Tnp/Focus Group & Indiv~dual Interviews wlth health post personnel, 
farmers and local leaders in 5 communities in the D~stnct of Iguain, Provmce of 
Huanta Escalera, Allccohuillca, Macachacra, Cangan, Chihua 

V~ctor Hugo Altamirano, Coordmador-Ayacucho, Andres Solan Andrade, D~rector 
Ejecutivo Nacional 

Red de Contadores Group Interview with Honorato Contreras Flores, Presdlente, Eusebio Caycho, 
Secretano, E Uranca y Dlonisio Tenorio Campos, Vocales 

AMF Cecllla Barrantes, Coordmadora 

ASPADERUC Pablo Sanchez Presidente Mario Caceres, Drector, Martm Requejo Rabanal, 
Capacitacion Alcides Rosas Unbe, Tecnlco/Respon de Campo Carlos 7, Respon 
Forestation. Huertos 



CEDAS 

CEDEP 4s 

CIPDER 

FONDER 

IDEAS 

RAIZ 

Day-long Fleld Tnp/Focus Group & Indlvldual Intervlews wlth hedlth post personnel, 
farmers and local leaders in various casenos/commun~ties of Encaiiada & 
Namora Half-day tour of integrated development~education/reforestation sttes in 
outskirts of Cajamarca 

Manuel Carlos Rojas, Director Gladys Lupercio Admlnrstradora 

Federlco Tenorlo, Director Gonzalo Salinosas Coord~nador del Equlpo de San Pablo, 
V~ctor Vdlanueva Coord~nador del Equipo del proyecto de subdonacion 

Day-long Field TnpFocus Group & Indlvldual Intervlews with health post personnel, 
farmers and local leaders in vanous caser~os/communities of San Bernadmo, Provmce 
of San Pablo 

Group Interv~ew with Executive Secretary Oscar Santisteban & 15 NGO 
representatives 

Enr~que Holguin Mendoza Drector Ejecutlvo 

Rosseles Machuca V~lchez, D~rector (tamb~en Tenlente-Alcalde de la Munic~pahdad 
ProvlnclaI San Marcos) 

Jose Armas, Director 

Rondas Campesinas Segunda Castrejon, Presldente, Melquiades Mann, Director, otros rmembros del 
personal, As~stencra a Id ceremonta de entrega de prestamos (cheques con 
cronogramas) a unas 12 parejay - en presencia de unas 35 personas - en la nueva sede 
de Rondas 

Red de Contadores Olinda Guevara D~az, Prestdente, Ulists Llnares Castafieda, Difusion, Sabastmo 
Chavez, Dons y Elizabeth Marm, miembros 

ANC Federico Amillas, D~rector Ejecutlvo 

CEMPRO David Medlanero, Director Enca F~gueroa, Directora de Capacltacion, Carlos Lema, 
Ser de Aslstenc~a Tecnlca 

COPEME Pedro Toledo Chumpitaz, General Director, Jesus Agullar, Presldenr, Carmen Vildoso 
Ch~nnos V~ce  Pres~dent Glona Malqui Comptroller 

CRS Jorge Oroza Mannque Development Programs Drrector 

IWET Cesar Delgado Bmeco Presldente Ejecutlvo Jorge Fernandez-Maldo~ado SO~WY Vice- 
Presldente Carlos V ~ ~ U G L  Tvelarae, Gerente de Slstemas 



DONORS 

Comislon Europea Jan Blichfeldt European Coord~nator, RENOM Reg~on, INKA & RENOM Project e 
Cooperaclon Peru-Su~za (COSUDE) Martha Velasquez Accountant 

Fondo Contravalor Peru-Canada Carlos Barrenechea Lercan Project Manager 

Fondo Contravalor Peru-Japan Jud~th Kuan Project Director 

Fondo Contravalor Peru-Union Europea Jean Mame Abbes, Co-Executive Secretary 

GTZ-German Technical Ass~stance Juan Carlos Gastald~, Program D~rector 

OTHER KEY INDIVIDUALS & INSTITUTIONS 

Juan Arce Pu~can, Consultor ATINCHIK S A 

Cesar Cewantes Tippe, Alcalde D~strltal, Iguam, Huanta 

Mllton Cordova Latorre, Alcalde Provinc~al, Huanta 

Hugo de la Cruz, Gerente, Interact~on In HealthlAPRISABAC, Cajamarca 

Magdalena Fajardo de Savaram, Secretar~a Ejecutlva, Dora Solan, Coordinadora de ONGs 
Cooperaclon Tecnica International, Mmsteno de la Presidencia 

Jorge R Ucaiian Azabache, Director Gerente, J&J Consultores Asociados S A 

CCsar Urbano, Gerente Pnncipal, R~cardo Saavedra, Supervisor, Pnce Waterhouse 



Tftulo del Proyecto "I;r~rtdecimrento y Consolrdac16n del CIDRA" 

I RESUMEN NARRATIVO 

I Fin del Programa Objelivo Frnal 

Sector de ONGs de Id slrrra peruana 
e s h  contrtbuyendo al desarrollo sostenl- 

ble del pais 

I Propdsifo del Proyecto Ohjelrvo General 

ONGs, prlnc~palrneni~ Id3 pertenectentes 
a1 CIDRA han logrado a rmentar el lrnpacto 
del desarrollo de sus ,Irogtarnas y responden 
con eficlenc~a y efect~v~d ~d a las exrgencras 
del nuevo context0 naclotlal e ~nternac~onal 

I ONGs han logrado mayor efic~enc~a 
en su capac~dad gerencral 

I 2 ONGs u t ~ l ~ z a n  ttcntcas adm~nrstrat~vas 
y contables m h  eficrenfes 

3 ONGs han rncorporado nuevos cono- 
ctmrentos sectorlales que mejoran la 
tficlencra y el lrnpacto de sus proyectos 

c- 

INDICADORES VERI~CABLET 
OBJETIVAMENTE 

,fedidas del logro del Fin 

5 ONGs de Huancavel~ca y Ayacucho 
ian amplrado la cobertura de sus proyectos 

trabajan con mayor eficlencla y efectrvl- 
lad con 10s benefic~arros 

:ondiclones que Indicardn que el Propdslfo 

c ha logrado sifuacldn/inal del proyrrfo 

Por lo menos 9 ONGs de las 15 han 
acced~do a nuevas tbentes de financra- 
mlento al final~zar el proyecto 

15 ONGs demuestran una mejor capacrdad 
de planear, d~sefiar, gerenclar y ejecutar 
proyectos de desarrollo sosten~ble al 
finalrzar el proyecto 

:anlldades de lor Productos especl/lcos que 

on necesadas y suflclentes para alcantar 

I Propdslto 

1 15 ONGs manejan y utllwan ttcnrcas 
de plan~ficac~bn estratkg~ca, operatlva 
y utrlrzan el marco lbg~co 

I 1 15 ONGs manejan y usan tdcnlcas mo- 
dernas de gestlQ y contabrhdad 

8 I 15 ONGs trabajan con mayor calldad 
tkcn~ca en sus heas  de lntervencrbn 
promueven procesos de desarrollo local 

lnforme de entrevlstas a mformantes 
claves 
Grupos focales 

fedios de Verrjicacrdn 

lnforme de entrevlstas a rnformantes 
claves (hentes financ~eras) 

Informe de entrevlstas a mforrnantes 
claves 
Informe de observac16n 
Lectura de proyectos e mformes 

I Revlsrdn de 10s planes de desarrollo 

~nstrtuc~onales, para d~seRo de 
proy ectos 

I 1 lnformes admlnlstratwos 
! 2 Reportes y estados financ~eros 

I I Entrev~stas 
; 2 lnformes de ONGs 
; 3 Informes de monltoreo de actrv~dades 
I 4 Programa de 10s gob~emos locales 

SUPUESTOS 1MYORTANTES 

telacionadas con el logro a largo pku, 
Id prograWproyertu 

zue afecfan a1 logro rlrl Propdslto 

Ex~stc  acceso de las ONGs penranas 
a fi~enles de financram~ento exttrnas 

zue afecfan el logro del Produdo 

!xtsttn agcncm de  coopcracrdn Inter- 
~acronales ~nteresados en segulr traba- 
ando con el sector de ONGs 



Titulo del Proyecto "Fortalecrmrento y Consolrdacrc)n del CIDRA" 

I RESUMEN NARRATIVO 

Cursos de Capac~tacrbn 

I 1 Plan1ficac16n estratdg~ca 
1 2 Planrficacrbn operativa 
1 3 D~seilo y evaluacr6n de proyectos 
1 4 Uso del marc0 16g1co 
1 5 Desarrollo de ststemas de monltoreo 

2 1 Srstemas de contabilldad y control 
Interno y de gestlbn empresanal para 

ONGs 
2 2 Gestlbn de proyectos 

3 1 Comerc~allzaclbn y estud~os de mercado 
3 2 Gest16n del crdd~to rural 
3 3 Gestrbn y organlzac~bn de tmpresas 

comunales y mult~comunales 
3 4 Tecnologias de transforrnac~dn de 

productos agrlcolas 
3 5 Politrcas de gtnero en proytctos de 

desarrollo 
3 6 Agroecologia y manejo de cuencas 

4 1 Admtntstractbn y coordtnac~bn 
4 2  Equ~pos 
4 3 Ascsorlas y aslstencla t tcn~ca 
4 4 Semrnarros y eventos 
4 5 Segurm~ento evaluacrbn 
4 6 lrnprevrstos 

TOTAl 

INDICADORES VERIFICABLES 
OBJETIVAMENTE 

hvel de cs/uerza/gasfo por actlvidad 

MEDIOS DE VERIFICACION 
-- 

SUPUESTOS IMPORTANTES 

Que afictan al logro de los aetivhladrr 

Ex~ste d~sponrblhdad de tdcnrcos call 
ficados para rmpartlr 10s cursos 



Management Systems International (MSI) 

Inst~tutional Development Framework 

Cnteria for each progresswe stage 

Resources 

MISSION 

BOARD 

Roles of members and of members 
vls a v ~ s  CEO are unclear 

Start up 

Board part~dly ~dent~ficd 

Board not yet actlve partner 

Board may act as a drag on 
organlzatlon 

No formal U ~ s s ~ o n  9tatement 
Group coalesces around geneml 
env~ronn~ental or development 
ohjcct~ve) 

Developmenl 

Organmuon IS ln~plement~ng agent 
of one donor 

Expans~onlConsol~dat~on S u s t a ~ n a b ~ h t y  

Board ~dent~fied but tn flux and not 
~ n f l u e n t ~ d  

Board understands role and how to 
relate to Exec Dlr 

Board membersh~p stable and well targeted 

Board becormng acttve and contributes 
and pursues resources 

Board co~l~pnsed  of rccognwed leaders 

Board ars~sts project through a u e s s  to key 
People 

No longer a drag on organtzatlon 

Board prov~des hands or1 poltcy 
dtrect~on for pollt~eal d ~ t i o n  

Board prov~des some leadenhtp 
Commtnees formed but only one or two 
actlve members 

Mtssron Statement exlsts but IS unclear 
D~verse portfolio of projects and 
proposals 1s not conslstent w ~ t h  M~sston 

S~gn~ficant  funds rased by board Many 
members of Board play active role 

Able to help advance organlzatlon but c h a r  
not yet able to take to h~gher level 

. . 
Statement 

Management Resources 

Act~ve strong ~ h a ~ r  and board In p l a ~ e  
help advance organlzanon 

M ~ s s ~ o n  statement 1s clear and IS generally 
conslstrnt wlth portfolio However staff are 
not un~formly capable of artlculatmb 11 and 

Organtzat~on 1s able to respond Interests 
of more than one donor and 11s board 

LEADFRSIIIP I All leadersh~p e n n t n t ~ ~  frn111 founder 
snr F 

Clear M ~ s s ~ o n  statement It  an be 
art~culated by board and s t ~ f t  m d  
conslstent w ~ t h  portfol~o Outr~derb 

o u t s ~ d ~ r s  may not ~ d c n t ~ f y  11 w ~ t h  
organlzatton 

Staff provide tecl~n~cal ~nput only 

~dcnufy S ~ I I I L  Iluswm w ~ l h  orgdnlrdhou 

Organlzat~on IS able to obtan fund~ng to 
support 11s program In consultd~ron w l h  the 
board 

Leadershrp comes from founder and one 
or two board tnenlhers 

In a d d ~ t ~ o n  to managenal and finmctal 
autonomy organlzatlon IS ablc to 
advocate 10 government and pnvale 
sector 

One or two staff prov~de organtzattonal 
Impetus In add~tton to founder 

V ~ s ~ o n  tncreas~ngly comes from Board w ~ t h  
lncreaslng Input fron~ staff 

organlzatlon 

All employees pantc~pate to some 
dcgree In management 

Staff understand where boundaries of 
the11 partlclpatlon lay 

Organrzatton would survlve w~thout  
current Board Pres~dent and CEO 

Copyright Pending 



Resouriis 

PARTICIPATOIt'L 
MANAGEMEN1 

PLANNING 

FVAl  UATION 

Management Systems International (MSI) 

Start up --- 
Lkc~srons handed down to 
organtzatlon from CbO w~th Irttle or 
no feedback 

Organrwtron run by CEO but crttena 
for dec~sions are ovrrpersonal~zed 
and unclear 

Staff roles and responsibilities 
unclear and changeable 

Poor Inm staff comrnuntcatlons 

Planntng IS predomrnately ad hoc 
rncremental and reactne to 
crrcumstances 

Planntng is scattered on d~ffuse md 
unrelated matters 

Crrtena for 
- -- - 

I~evclopment 

Most decrsrons tahe by CEO and Board 
Some Input from one or two staff 
members 

Management dec~ston cnteria generally 
shared with Board 

Staff roles better understood but 
fragmented 

Modest amounts of staff 
communlcat~ons 

Management dec~slons lncreastngly 
delegated to ltne managers 

Dec~ston makrng IS ~ncreasrngly transparent 
to staff 

Staff understand role In organlzatlon more 
dearly and how to panrcrpate rn 
management 

Comrnun~catrons are oprn and 
inter hreriuchical 

Plannlng IS structured around mrsslon 
statement 

Plannrng IS more forward onented 
Midflong term strategic plan IS developed 

No formal evaluat~on mechanrsms 
exist Word of mouth and gut 
lrelrngs are used 

No S ~ S ~ L I I ~ ~ I I L  n ron r t~nn~  SYSICIIIS 

LXI\I  

No fcedback from beneficlanes 
chents 

Annual organtzat~onal workplans are 
developed but not tracked dunng year 

Planning IS hirrarchrcally imposed 

Occ?s~onal evaluatrorls are undertaken 
usu~lly at request of donor and 
rrnplemented by outs~ders 

Rutlrn~entary nionltonng of scrvlce 
prov~s~on mtiated 

Informal channels for benewdary/clrent 
feedback 

Annual rndrvtdual staff and ogan~zatronal 
plans a~ developed and nv~ewed dunng 

each progressive stage 

course of year 

- 

Wide partlctpatlon In planning among staff 

-- 

- 

- 

Plans are result of cooperative Board/Staff 
effort I Plans r e h e  sprcrfic resources needed to 
accomplrsh objectlves 

Evaluat~ons are mtlated by sfaN staff 
rncreas~ngly rnvolved rn thvr execution 
some management dects~ods are taken baed 
on data ongoing M&E system IS In place 
M&E sttll isolated manqement fun~lron 

Formal mechanrsms exlst for 
beneficrary/client feedback vla evaluatrons 
and surveys 

Management decisrons &legated to 
appropnate level 

Staff rncreasingly able to shape the way 
rn whch they panlcrpate rn management 

Organtzauon penodtcally reviews 
communmuon Now to ensurr free Row 
of ~nformat~on 

Annual plans continue ;is operatwe 
Instruments supplemented by updated 
long term plans 

Data IS gathered and analyzed to track 
progress aganst plan 

Annual and strdebr~ plma arc S ~ L I ~ I L  

enough to perm~t accurate budgetrng but 
flextble enough to be modrfied as 
wananted 

M&F dat i and alulys~s arc intcgratrd 
Into decrsron rilding 

Conttnuous feedback and Input from 
benelicranesl clrents used In plann~ng 
and declsron ln~ktng 
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Cntena  for each progressive stage 

Development b xpuncionl( onsnl~dal~on 

systems exlst Informal employment tnst~tut~onal~zed occas~onally lnformal 
~nechan~srns are used 

Fdes are man~mned but are not Fdes are syslernat~c and accessrble hut 
comprehensrve or systemat~c s~gnrficant gaps remarn 

'itart up 
- 

N o  formal pmonncl syslems and 
descnptrons recnlltnlent and finng 
proccdur~s ctc ) exnt 

Formal personnel systems are 
~nstrtut~onalwed understood hy 
employees md redress can bL pursued 

F~les are ~onlprehenbtve syilematrc and 
accessrble 

N o  formal file syster~~ L X I ~  

Adm~n~stral~ve manual u p d ~ e d  as 
needed Consdered the a h ~ t e r  of 
procedures 

Erw adr~~rn~stntrve pro~cdures 
formal~zed 

1 I 
IIunlan Kcsources 

STAFF SKI1 LS 

Admmstrable procedures lncreas~ngly 
formahzed No operating manual 

Too few people are fill~ng too broad 
a rmgc of te~hn~cal sh~lls 

Admlntstrat~ve manual In place although 
not up to date or consrdered the B~ble 

Spec~alrsts are brought on for 
contracted) for key sktll areas such as 

All core sMl areas are covered w~th  staff All shll areas are covered and capa~lty 
exlsts to contrxt out -or other need~d 
sallls amounting and fund nlslng Some 

gaps remmn 

Staff nor fully capahle of provrdmg 
sh~lls requrred of them posltlons 

Staff capable of provrdrng techn~cal 
skrlls of therr posltlons 

Staff recogntzed for excellence outsrde 
organlzatlon Papers and speeches solrcrted 
from staff 

Staff offered h~gher paying employment 
(UN WB AfDB etc ) and refuse them 

- 

STAFF 
DEVELOPMtNT 

No consuous human resource 
de\elopment strategy or pract~cc 

General drrect~on prov~ded for staff 
develooment 

S~aff development needs assessment m d  
actron ~ l a n  extsts 

Profess~onal developnl~nl cons~dered 
Dart of rob wrformance 

L~ttle coach~ng counsellrng or 
trarnlng prov~ded 

Some coachtng counsell~ng even 
tnrnrng provrded 

Performance recognized informally but 
no fornial rnechan~sm exlsts 

Staff recetve coach~ng counselhng and 
tnrnlng 

lntra Office mrntonng m d  g u ~ d a n ~ e  
consrdered lmporlant part of lob 

Formal performance apprasal system 
establrshed Skrlls development not rn~luded 
In performance appn~sal  

Ernployecs parllclpare In ohject~ve 
setting & know what IS expected of 
then1 Sk~lls development IS ~ncluded in 
performance appmsal 

ORGANlZATlONA 
I DIVERSITY 

Organ~zat~on has lmle consciousness 
of ~ n l p o ~ ? ~ n c ~  of or I11krcst III 

d~vers~ty 

Consc~ousness and Interest ~ncreased 
but stdl no pol~cy regard~nb dwers~ty 

Staff IS under represented by 
trad~t~onally d~sadvantaged groups 

Organ~zatron expresses commllment lo 
drvers~fymg staff vla fornial pohcy 

Some trad~tronally d~sadvantaged groups 
are on staff 

Act~ve rccru~tm~nt from tndrtronally 
dlsddvar~labed groupb for board and slaff 

S~gntficant representation of trad~ttonally 
dtsadvantaged groups among staff 

Cornpos~uon of staff adequately 
represents tnd~t~onally d~sadvantaged 
groups 

Copyr~ght Pendrng 
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Fmancral Resources 

Resources 

Cntenn for each progressive stage 

FINANCIAI 
hfANA(.EhlLNl 

thdgcts arc not wed as llrariageltrent Budgets arc developed for project 
tools I actlvttres but are often over or 

under spent by more than 20% 

Start up 

Hoard IS under rcpreseoad by 
tradtttonally drsadvantaged groups 

- 

- 

- 

- 

Flnvlclal records are rncomplete and 
drfficult to understand Organlzatton 
olten needs to be prodded to produce 
them 

I 
- - - 

No clear procedures extst for Ftnmcral controls exlst but lack a 
handltng payables and recetvables systemat~c office procedure Bookkeeper 

IS not a tmned accountant 

SECURITY 

SOLVENCY 

Financial reports are produced and 
clearer but still incomplete Somewhat 
tlmely 

Audrts are not performed 

Development 

Some traditionally drsadvmtaged groups 
are on Boiud 

I External audrts are only rarely 
performed 

Project funds are not separated 

Expans~onlConsolrdatton 

Stgntficant representation of trdrrronally 
disadvantaged groups on Board 

F~nmctng comes from only one 
source 

1 ocal fulldr~tstng (~~~clrrdrng goods 
lad scrvlces) for apratronal tncotnc 
1s untned or unsucccssf~~l 

S u t a ~ n a h ~ l t t y  

Composlt~on of B o d  adequately 
represents tndltlonally disadvantaged 
groups 

Project fundtng IS tnsufltc~~nt to mcet 
project managelncm goals 

Project funds are separated but some 
temporary cross project financrng may 
occur 

Financing comes from multtple sources 
but 90% or more from one source 

Up to 5% of unrestncted operatrng 
expcnses are from mcmbenhtp fees 
wvenues trust funds unrestncted gdts 
earned Interest and fees charged by 
organlzatton 

Futldtng IS avatlablc to cover short term 
PrOJeCt Costs 

Financial reports are dear and complete 
even as portfolto becomes more complex 
Usually tlmely 

Total expendrture IS usually wlthrn 20% of 
budget but actual acttvlty ohen diverges 
from budget predlctlons 

Improved financral control systems Tratned 
accountant is in charge of books 

I 

I Reports and data systcrn can qutclly 
provlde a sense of rtnancral health 
Reports are always tlmely and trusted 

Budgets are lntegnl parr of proje~t 
management md arr adjusted as prujwt 
rmplementstlon warrants 

Excellent cash controls for payables and 
recetvables and estabhshed budget 
procedures 

External audlts are performed frequently but External audrts are performed with a 
apenod~cally 1 regular and appropriate frequency 

NO slngle source of funding prowdes more No stngle source provtdes more than 
than 60% Of fundtne I 25% of fundtne 

Standard procedure IS to avold cross project 
finmctng and niost funds are scparat~d 

30% of unrestncted operattng expenser are 
from membership fees and fees charbed 
by organization 

All project funds are separated and 
idcquatc ~mtrols  extst to avottl 
cross project hnanctng 

Fundrng 1s avarlable for short term costs and 
medrum term fundlng stntegres exrst 

50% of unrestnct~d operattng cxpcnses 
me fro111 tnembenhrp fees and fws 
charged by organtmtlon Somc funds for 
capttal or project expendrtures also 
rased locally 

All propts  have long tern1 fundtng 
plans and current funds are adequate to 
meet needs of management plan 

Copynght Pendmg 

* h 



Management Systems Internatronal (MSI) 

Criteria for each progressive stage 
I I I 

Resources 1 Start up I Development I Erpans~on/Consol~dation I Sustnrnab~l~ty 

External Resources 

RFCOGNITION Organiwtlon little known outsrde the 
rangL of Its drre~t coIlabor,~~or~ 

Ab~lrty to work %l!h 
local commun~tres 

Work IS centered in Windhoek or 1s 
hased on top dou n structure 

Ab~l~ty  to work w ~ f l ~  
government hodrrc 

Organ~zat~on 1s kn among technical 
peen but does little lo promote 11s 
ac r~v~ t~es  or broader sustatnable 
development to publrc and key 
dec~sion mahers 

V~ewed as we they Tensron IS 

frequent between government and 
organrzatlon 

Abrlrty to work u ~ t h  
other NGOs 

Work 1s for used on field and 
organrzatlon 1s wewed as ally of 
cornrnunlty 

Organiw~ion does not have 
experience work~ng wtth NGOs Not 
known or trusted by NGO 
cornrnunrry 

Relatrons are fnendly Collaboratton 
occas~onally o~cur s  on specific tasks 
and projects 

Organrzation rncreiutngly known and 
trusted by NGO community but little 
expenence wrth collabomt~on 

Orgmtzatlon has lrmlted contact w~th  key 
dec~ston makers and has ltrnrted lmes of 
comrnun~cat~on w~th  publr~ 

Organimiluon and 11s work well known to 
pub l i~  and pol~cy mdkers Able to 
engage decrsron mahers In dlaloguz on 
pol~cy It has a loyal conswuency and 
commands respect outsrde the 
const~tuency 

Community Input sol~crted for Ley I Community input rntegnlrd into rnosl 
decrsrons Organ~zat~on and efforts v~ewed management cons~dent~ons 
as service prov~ded to co~nnrun~ty I Organ~wt~on  vrrwed as a ~orrirr~urrrty 

resource 
- - -- - - - 

Collaborat~on 1s frequent usually on 
~nformal level Relat~ons are fnendly but 
unbalanced 

Organizat~on works with rntemat~onal or 
local NGOs and partrcrpates In NGO 
networks bur has not played a leadersh~p 
role In promoting NGO coalruons and 
projects 

I Formal mechanisms exist for 
( collaborat~on and arc oticn used 

Relatrons are as full panners 
I 

Orgamzat~on plays leadenhrp role rn 
promotrng NGO coalrr~ons or projects 
and supports other NGOs and can help 
~ ~ o l v e  NGO NGO or NGO Gov I 

~ollfllct 

Product Qual~@/Servlce Delivery 

To be determrned by each organrzation based on inonrtonng and clrenUbeneficrary feedback 

Copynght Pending 



Bscltne - Cumnt -- - End of Project 

Board 

M w o n  

Autonomy 

Leadenh~p Style 

Paruclpatory Management 

Plann~ng 

Evaluation 

Management Systems 

Staff Slulls 

Staff Development 

Staff Dtvenlty 

Financtal Management 

Financlal Secunty 

Financlal Solvencq 

Recognlt~or 

Ablllty to work w~th  L o u  
Comrnun~t] 

Abtlity to work w ~ d  
Gov t Bodw 

Ab111ty to work wtd 
NGO. 

Consolrdat~on/ 
Start up Development Expans~on Sustalnab~ltry 


